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Abstract 
This study focuses on the changes in content and organizational response of Ming Pao, 
an elite newspaper in Hong Kong, under the pressure of "market-driven journalism", 
and provides a case study of the interaction between Hong Kong as a changing society 
and the roles of the media. The methods used include content analysis and in-depth 
interviews. The explanations and analysis presented are informed by the theories of 
ecological competition and organizational change. In addition to political changes and 
the ascendance of popular culture, cut throat competition in Hong Kong has resulted in 
the deterioration of the market ecology. Facing declining circulation, Ming Pao chose a 
strategy of convergence towards popular and vulgar content, apparently to compete 
for limited ecological resources. Based on normative theories of media, the condition 
of journalistic autonomy and professionalism are examined in this context. O n the 
whole, it s e e m s that journalistic autonomy w a s limited under organizational pressure. 
The degree of independence varied according to personal ability or the resources at 
the disposal of individuals. Media behavior is dependent on the characteristics of the 
social system in which it exists, and changes of environment. Even in a free market, 
the serious roles of the media and journalists need to be legitimized，and sustained by 

















The role of the media in a liberal democracy, and its function as part of civil society, 
have been discussed by m a n y academics. Hollenbach (1994) argues that serious 
journalism, accompanied by other components of civil society such as universities, 
religious communities, and the world of arts, is the primary bearer of ciNtura丨 meaning 
and value, in which "conversation and argument about c o m m o n good" develops freely; 
it later becomes the content of the public or political sphere. In other words, according 
to Rawls (1999: 133-35), serious journalism mediates between the public and private 
spheres. 
Moreover, according to the libertarian theory of the press, freedom of the press is 
closely linked with the freedom of individual, and can be sustained in a free enterprise 
system where censorship and suppression of opinion is minimized. Thus, the diversity 
and quality of journalism can be attained through the "self-righting" process and the 
working of market forces in the "free market place of ideas" (Chapter 7，McQuail, 
2000). 
Under the competitive capitalist system of Hong Kong, there is great diverstiy in the 
newspaper industry. While there are different newspapers based on a large spectrum 
of readership, before 1995 the industry maintained a certain level of market equilibrium 
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for about two decades, with various titles occupying relatively stable market shares. 
Newcomers brought competition to the industry w h e n they searched for market niches 
with positioning strategies. S o m e titles lost their market share due to management 
weakness or a waning of energy. While there w a s criticism about the negative effects 
of the commercial press, there were also serious quality newspapers that catered to 
the need of elite readers, such as Ming Rao, Sing Tao, and Wah Kiu. These 
newspapers were regarded as mainstream, and followed the traditional norms 
adhered to w h e n running "cultural enterprises，，. The industry as a whole had a rather 
harmonious relationship a m o n g managers and journalists, while maintaining the spirit 
of competition. 
Research problem 
The launching of Apple Daily rocked the system. This single challenger w a s so 
powerful that it radically transformed the media scene, both in terms of business 
ecology and professional norms. The existing newspapers had felt the heat even 
before its appearance on the streets on June 20，1995. Launched by Jimmy Lai 
Chi-ying, the former retail businessman and publisher of the popular weekly Next 
Magazine, this popular daily newspaper gained immediate success with a first day 
circulation of 200,000. A few weeks later, Apple Daily had attained the second largest 
circulation a m o n g all newspapers in Hong Kong. It w a s actually the second successful 
n e w competitor in the local Chinese newspaper market in a decade. The previous 
success had been the Hong Kong Economic Times, a business newspaper catering to 
the niche market of local retail investors, which w a s not a major threat to the existing 
newspaper players. 
4 
The immediate effect of the success of Apple Daily was cut-throat competition a m o n g 
all of the Chinese language newspapers in the territory, which broke down the 
previous market balance. Competitors had become true enemies. S o m e weaker 
members were wiped out of the market in the following two years, and this fast 
reshuffle was unprecedented in the industry. The resulting "revolution" quickly turned 
into a state of "oligarchic competition", with two powerful media groups dominating the 
industry. In less than two years, the two leading popular newspapers combined had 
captured nearly 80 percent of readership in the territory. The others have been pushed 
either to the margins or to the brink of extinction 
Moreover, as the success of Apple Daily was due to its adoption of "total market-driven 
journalism", the main characteristic of the new stage of market competition was a clear 
accelerating march towards this style of journalism. Playing up sensational news, in its 
extreme form, was almost the everyday practice of mass Chinese language 
newspapers, and the immitation of Apple Daily became a trend. The persuilt of profit 
resulted in the "total vulgarization，，of newspapers in Hong Kong. It threatened the 
circulation and the very identity of those newspapers previously regarded as 
mainstream, elite, or serious. 
Therefore, the motive of this study is the general theoretical concern over the situation 
and development of serious journalism in Hong Kong, as represented by an elite 
newspaper under pressure from a deterioating market ecology when facing the 
dominance of market driven journalism and intensifying market competition. Following 




Serious journalism and public life 
W h a t should form the main content of serious journalism? In libera丨 democracies，the 
role of the media in facilitating a public sphere has highly emphasized that serious 
newspapers are expected to cover or discuss public affairs. Rawls (1999) uses the 
general term "public political forum，，to refer to the site where "political discussion of 
fundamental questions，，takes place. H e divides this forum into three parts: the 
discourse of judges in their decisions, and especially of the judges of a supreme court; 
the discourse of government officials, especially chief executives and legislators; and 
the discourse of candidates for public office and their campaign managers, especially 
in their public oratory, party platforms, and political statements. 
However, Sparks (1991) suggests a more simple definition of a serious newspaper -
one that takes the matters discussed by parliament seriously and gives them relatively 
more extensive coverage and discussion. Therefore, in Hong Kong w e can consider 
all those newspapers covering public affairs that are being dealt with or could be dealt 
with in legislative councils of various levels as serious newspapers. 
The meaning of "market-driven journalism" 
The meaning of market-driven journalism should be considered from the historical 
perspective and in the local context. It has been argued that because almost every 
newspaper in Hong Kong has its own niche, they are to certain extent "market-driven". 
In the case of Ming Pao, it was at the outset not a serious newspaper. However, it 
transformed into an inportant elite newspaper as it evolved. This very process of 
transformation was in fadt a response to the market. Moreover, sensationalism has 
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been on the rise for decades, and is the practise of the three largest daily newspapers. 
The market leader，Oriental Daily News, which caters for working class tastes, is 
known for its "the lowest denominator news" and soft porn content. The flagship of a 
listed company, it has been profitable for many years\ 
Therefore, the meaning of "market-driven journalism" needs some clarification. Firstly, 
it should not be confused with general "market-oriented，，strategies of business 
enterprises. Almost all privately owned media companies in Hong Kong have to take 
into account commercial factors to ensure that they are financially viable, and they are 
inevitably "market-oriented". However, market oriented media can be "serious", 
catering to the market of elite audience. Moreover, the market oriented journalism 
embodied in the established elite newspapers is subject to stronger moral or political 
constraints, sometimes against their business interests. This was the case with Ming 
Pao after its development from a tabloid into a serious elite newspaper. Thus, in 
journalistic discourse, "market-driven journalism" refers to "the extreme form of media 
commercialization", in contrast to the normative definition of "serious journalism". 
Secondly, it is true that "market-driven journalism" or "popular journalism" is not a new 
phenomenon in Hong Kong, and when Ming Pao appeared forty years ago it was 
searching for a niche in a free market. However, as a tabloid at the beginning, its 
identity was not problematic at that time as it was merely another popular title in a free 
market. Popular journalism has never been so powerful as to dominate the market and 
threaten the survival of the established elite newspapers. Ming Pao has been 
prosperous for about twenty years since its successful strategic change into a serious 
‘Today, "On>p/c journalism" or the style of Oriental Daily or Apple Daily, may serve a better descriptive purpose in Hong Kong, 
/ 
as suggested by a local writer. See, T. Hamlett. "Newspapers must be free to make waves". Hong Kong: SCMP, 15 Nov. 1998. 
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newspaper. At issue today is the fact that in the process of market restructuring, 
popular journalism has heavily affected the serious newspapers serving the middle 
class. The "Apple-ization" of the Hong Kong press means that the motivation for 
profit-making has created a trend towards the "total vulgarization" of newspapers. The 
logic of popular journalism has conquered newsrooms and boardrooms. All the 
endeavors of media managers and editors aim at maintaining critical audience size, at 
the expense of most normative rules and ethics. Even elite newspapers are using 
such strategies as the answer to market competition. At stake is the survival of serious 
journalism in the territory. 
Thirdly, this study uses the term "market-driven journalism" instead of "popular 
journalism", partly in recognition of its connotation of market effect. This term 
[shi-chang zhu-dao, or shi-chang dao-xiang in Chinese) has been widely used in local 
journalistic discourse, actually referring to "the dominance of popular journalism in the 
market place and mentality of media managers and editors, in its extreme form, 
threatening the existence of serious journalism". In addition, most journalism students 
are familiar with the definitions and criticism of market-driven journalism by M c M a n u s 
(1994). In an analysis of the style and content of Apple Daily, and its editorial 
strategies, So (1997) used the term "complete market-driven journalism" (emphasis 
added). The high profile adoption of "complete market-driven journalism" by Apple 
Daily and its success in turning the market almost upside down, have stirred 
widespread concern among social critics in Hong Kong. 
Characteristics of market-driven journalism (popular iournalism) 
A brief exposition of the features of popular journalism is necessary here. In contrast 
to serious journalism, Sparks (1992: 38-39) succinctly describes the characteristics of 
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popular journalism. Relatively, popular journalism tends to give more space to sports 
than to politics, stresses more the extraordinary category of "human interest" than 
economic life, concentrates heavily upon individuals rather than institutions, and upon 
the local and the immediate rather than the international and the long term. Although 
the matters with which popular journalism deals m a y have a "political dimension", the 
fact that it "concentrates on the everyday at the expense of the historical" makes it 
massively and systematically "depoliticized". The direct appeal to personal experience 
results in a construction of a fragmented picture of the world. 
Following the practice of popular journalism, the press focuses more often on the 
dramatic or entertaining quality of their news stories than on serious reporting. It puts 
more emphasis on stories of h u m a n interest and even treats political and "serious 
news" with the logic of entertainment, creating what is generally dubbed as 
"infotainment" or "quasi-news". Publications treat news as no more than material for 
writing "stories", and in the process do not care about its accuracy or function in public 
life. 
Questions, methodology, and research 
As stated ealier, the research motive of this thesis was a general theoretical concern 
about serious journalism in Hong Kong as it comes under pressure from market-driven 
journalism. The question is how Apple Daily affected the position of Ming Pao. A case 
study of Ming Pao was conducted to investigate how it responded to market-driven 
journalism. In other words, this study concerns how an established newspaper (Ming 
Pao), having confirmed its niche in the market long after its initial start-up period, 
responded to new challenge from other organizations in a deteriorating ecological 
9 
environment. 
Based on the findings, this study will explain, using the theory of ecological competition, 
w h y a n e w popular newspaper should pose such a severe threat to an elite newspaper 
with a clear market niche. A s a background to the problem, the relationship between 
the rise of market-driven journalism and socio-politcal conditions in Hong Kong is 
explained. A n examination of the role of journalists in the course of change is also 
included in the study as a contribution to the understanding of the media's condition 
and its role in Hong Kong. 
Chapter 2 is devoted to explanations of the theory of the ecological niches and 
competition, the political change, and the rise of popular culture that were the 
socio-political conditions for the emergence of extreme market-driven journalism, and 
the theory of organizational change as a framework for analyzing the responses of 
Ming Pao. Informed by ecological theory, Chapter 3 analyses the changing 
environment and the real effects of vicious competition on the local newspaper industry, 
and various pressures on Ming Pao and its options. In Chapter 4，a content analysis of 
Ming Pao's front pages is conducted, comparing its orientation and style before and 
after the launch of Apple Daily, 
Through random sampling, two virtual (constructed) weeks of main news pages are 
selected from Ming Pao in 1990, 1996，and 1998. The analysis provides evidence of 
different orientations toward topic selection and presentation styles in different periods. 
The assumption w a s that, in general, the business environment of Ming Pao in 1990 
w a s relatively stable, and not affected by any great social, economic, or political crisis. 
The editorial policy of that year w a s a useful reference point for the discussion of 
changes of content and style in later years. By 1996，due to the outbreak of a price war 
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following the launch of Apple Daily, the equilibrium ceased. To retain its readership, 
Ming Pao's adaptive reaction was an illustration of a typical case in which the 
squeezing effect of market-driven journalism took place. After rounds of selection 
races, the market scenario became clearer. Entering 1998，Ming Pao was supposed 
to have come closer to the end of an adjusting process in editorial and marketing 
policies, and should have been more confident of its orientation. Therefore, Ming Pao 
of 1998 could be taken as an archetype of a new model for development. 
In Chapter 5，using an analytical framework based on organizational theory，the 
organizational response or changes and constraints experienced by an established 
newspaper under competitive pressure are investigated. Interviews with Ming Pao's 
editors, reporters, managers, and other informants serve to inform us of the decision 
making process, options, and constraints faced by the organization as a whole. To 
understand the process of change in the newsroom, in-depth interviews were 
conducted with senior reporters and editors^. S o m e observations and opinions of 
media analysts are also included. 
2 For the purposes of this study, those persons interviewed included two chief reporters of Ming Pao since 1984 -- Ms Lee Yuet Wah 
(August 1984 to August 1997) and Ms Ho Mei Wah (1998 to September 1999); Mr Chow Sung Ming, a sub-editor in charge of 
local news and op-ed pages since November 1996; Mr Heung Shu Fai, a media analyst and a former board director of Ming Pao 
Enterprise (March 1995 to October 1995). Other unnamed journalists interviewed were with Ming Pao, Apple Daily, and Oriental 
Daily News. I talked informally to several editors and journalists while working with a subsidiary of Ming Pao and later with 
/ 
Oriental Daily News. 
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Chapter 2 
Theoretical framework and concepts 
W h a t is the condition for the survival of serious newspapers in n e w market 
environments? First of all, this thesis will discuss and explain the newspaper 
competition and changes in the media scene in Hong Kong from the perspectives of 
"ecology" and "market niches". It is also observed that the rise of market-driven 
journalism is closely linked with political and social change，especially the 
e m m e r g e n c e of popular or m a s s culture. In the case of Ming Pao, the options for 
strategies and change can be explained by using theories of organizational change. 
Tensions exists within an organization w h e n various stimulations for change appear 
(1) Media Ecology and competition 
At first, the concept of ecological niche w a s borrowed from bio-ecology (Dimmick & 
Rothenbuhler, 1984). However, it has become a useful macro-organizational theory 
relevant to competition in the media industry. In the ecological perspective，the 
importance of the environment in influencing organizational structure and resource 
acquisition is emphasized. In the context of h u m a n society, the population of an 
ecological community is a set of organizations, instead of a species. For the media 
industry, these organizations are television stations or newspapers. The theory of 
niches is used to explain h o w populations compete and coexist on limited resources in 
the ecological community. 
Resources and competition 
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There are various dimensions of “resource space" in the niche model. T w o key 
concepts, niche breadth and niche overlap, have been constructed. Breadth is the 
distance between two ends of the resource category spectrum. The narrow-niched 
form of population is "specialist" and the broad-niched form of population is "generalist", 
with the former depend on single resource category and the later upon multiple 
categories of resources. To give an example, the movie industry before the advent of 
television and the videocassette relied upon box office revenue as its single source of 
income and w a s thus more vulnerable than the generalist industry that can remain 
viable facing environmental changes affecting the availability of resources. 
Competition, as the concept used by modern ecologist, is defined as two populations 
of one form vying for the utilization of the s a m e scarce resources. As Dimmick and 
Rothenbuhler (1984) explained, Ecological differentiation is the necessary condition 
for coexistence. This principle specifies that for different populations to co-exist, there 
must be s o m e critical difference. Niche overlap accordingly means "the degree to 
which two populations depend on the s a m e resources". In this scenario, there are two 
likely results of competition. O n e is the extinction of weaker competitor or its being 
driven out of the community (the principle of competitive exclusion). Another is the 
creation of an alternative niche by one competitor that lowers the degree of 
competition (the principle of competitive replacement in the niche of form, i.e. niche 
overlap beyond a certain degree will m a k e exclusion or replacement occur). 
Assessing ecological change 
Measures of niche breadth and niche overlap are useful to determine ecological health 
or balance. Suppose there are species or industry of form A and form B in the s a m e 
environment. The extent to which the two forms compete for resources can be 
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estimated by calculating niche overlap. 
The problem of ecological balance arises w h e n there is present a n e w or invading 
population. The possible scenarios are as follows: 
A. If resources do not increase, then there will be a higher value of niche overlap. The 
consequence of the higher degree of competition will be the lower "carrying 
capacity" of the environment, as the resource base cannot support the population 
at the previous level. 
B. Alternatively, the competing populations choose to become specialized, thus 
lowering the niche breadth. 
C. The increasing of the total amount of resources, hence the accommodation of the 
n e w member. 
In Hong Kong, as in most other capitalist economies, newspapers subsist on 
advertising revenue. The spending of advertisers in a certain period of time is 
relatively stable. Different forms of media are operating on the s a m e pool of resources. 
In general, there are four major media industries in competition for the advertising 
money: television, radio, newspapers, and outdoor advertising (billboards, m a s s transit, 
leaflets, etc). Internet advertising has not been significant in Hong Kong until very 
recently. 
Following the theory of ecological niches，the niche of each industry or population, in 
this case of each media competitor, is its proportional utilization of various sources of 
advertising dollars. Apart from those subsisting on political funding, all commercial 
newspapers have to attract advertisement revenue that is greatly linked to their ability 
in sustaining readership at a certain level. The value of their advertising spaces is 
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proportionate to the quality and size of that readership. Advertising agencies usually 
draw up their clients' portfolios, taking into account the size and social-economic status 
of the media audience. Therefore, the first job of a person intending to set up a media 
outlet is to identify its target audience, or to determine its market position. 
(2) Forces of market-driven journalism 
Does competition inevitably push an elite newspaper closer to the popular press? T h e 
rise of market-driven journalism ought to be viewed in the larger social and political 
context of Hong Kong. Actually, those social conditions conducive to the birth of Apple 
Daily existed within that context. In addition, the technology of the n e w media age 
m a d e the emergence of this form of full-blown popular journalism possible. 
Political pressure during transitional period 
The performance of media has m u c h to do with the legal, political, and commercial 
regulations of the environment in which it operates. The Hong Kong press during the 
transitional period can generally be described by two terms: accommodation and 
escapism. Before 1997，as the change of sovereignty loomed, journalists and press 
owners had begun pondering the w a y to ensure their prosperity after the change of 
sovereignty. They did not want to m a k e an e n e m y of or clash directly with the n e w 
government. In the m e a n time, further strides toward the direction of 
commercialization, focusing on things non-political, became a reasonable option. This 
w a s a refuge or a cover against potential political risks. Thus, de-politicization and 
commercialization combined in creating a n e w press culture in Hong Kong. 
It is widely acknowledged "that Hong Kong journalists are doing dangerous jobs on the 
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beat across the northern border. O n the legal side, the government has decided, at 
the moment, not to push through the drafting of a bill required by Article 23 of Basic 
Law to define the scope of restriction to freedom of speech. The problem remains 
unsolved. The public and news media have been living in uncertainty since prior to the 
transfer of sovereignty. Louis Cha, the founder and publisher of Ming Pao and a 
m e m b e r of the Drafting Committee of the Basic Law sees "a heavier form of pressure 
looming ominously in the future". This will be a "subtle, but none the less powerful, 
form of pressure" he that he prefers to call "influence" rather than "control". To counter 
this influence, journalists need professionalism as well as "diplomatic attitude" and 
skills. A survey in 1996 confirmed that, expecting the end of benign colonial rule, 21 
percent of the interviewees admitted that they "hesitate to criticize China" (Chan, Lee 
& Lee, 1996; Lau, 1997). 
Four years after the handover of sovereignty, it is generally perceived that Beijing does 
not intend to directly interfere with the internal affairs of Hong Kong. However, under 
the dominant guiding principle of "One country, Two systems", the other side of the 
coin is the principle of "Keeping water of the well from intruding into river". Hong Kong 
media are expected to reciprocally avoid reporting sensitive or offending subjects and 
publishing critical comments directly agitating the central government.^ 
Given that Hong Kong media did not expect the suspension of freedom to report local 
news, worries about future of the China beat did not naturally become the single factor 
3 For comments on the vagueness of the principle of mutual non-intervention, see Qian xue-jun. "The Blur Areas between China 
and Hong Kong are Emerging “ and "China and Hong Kong Have Different Understandings on the Principle of Keep Water of 
Well from Intrude into River. “ Hong Kong Economic Journal Nov 18-19，1998. The author noted that "certain people in 
Beijing" have doubts over whether it is fair to allow the Hong Kong press to critically comment on mainland affairs while 
restricting mainland media from doing the same to Hong Kong. 
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leading to avoidance of coverage on local politics and sensationalism of media content. 
Since 1997, there were several occasions w h e n Hong Kong press actively transmitted 
strong dissenting opinions of local social leaders because the foundation of autonomy 
w a s seen to be threatened. The most prominent instance has been the 
re-interpretation of the Basic L a w after a decision by Hong Kong's final court of appeal 
on abode rights of local residents' children born on the mainland. In less high profile 
cases, it is also understood that editors are cautious and choose to downplay politics 
in China, in consideration of the business interest of their corporate owners. Other 
salient conditions favorable to the change are market maturity and the forces of 
competition. The general perception is that unless there is a dramatic event, serious 
politics do not sell, especially w h e n compared with sensational reports on crimes, 
accidents, or scandals, or market news close to personal experience. 
The emeraence and expansion of a mass culture market 
While pressure from the political front w a s contributing to the option of de-politicization, 
the complete commercialization of Hong Kong newspapers, which w a s detrimental to 
the quality of news content for the purpose of public discourse, had gained its o w n 
m o m e n t u m from the market. The cultural landscape in Hong Kong has n o w changed 
substantially. D u e to the emergence and expansion of m a s s society, more flourishing 
m a s s culture mediated by m a s s media is predictable. 
The rise of mass society 
Sociologists have depicted one of the most significant characteristics of social change 
since the Industrial Revolution: the rise of mass society. Herbert Blumer described this 
n e w type of social formation，contrasted to the group, crowd, and public, in his 1939 
work. Mass society, w a s as a group of widely dispersed individuals unknown to each 
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other w h o lacked self-identity or self-awareness and thus "did not act for itself but 
were "acted upon", in other words, were an object of manipulation. Although m a s s 
society w a s a heterogeneous and large demographic group, as n e w audience for the 
m a s s media it is homogeneous in the choice of s o m e particular object of interest 
(McQuail, 1994: 38). However, the concept of "mass society" w a s not fully developed 
until beginning of the second half of this century. It has been pointed out that the 
dominant social and cultural values of Western tradition have been individualist and 
elitist. In the spirit of "bourgeois" democratic public life, the ideal of political discussion 
w a s based upon "rational discourse within an open political system and often 
comprising the better-informed section of the population". The earlier stages of 
modern newspaper development in the West and the emergence of the party 
newspaper were related to the rise of this "bourgeois public" (pp. 36-38，Sparks, 1988; 
1991). 
However, different valuations of this n e w social phenomenon depend on personal 
political perspectives. Williams (1961: 289) commented: "There are no masses, only 
ways of seeing people as masses. “ Even so, w h e n talking about m a s s culture and 
another closely related concept, popular culture, the pejorative connotation in general 
usage has been obvious. It usually refers to cultural preference or tastes of the less 
cultured or non-discriminating, as compared to high culture that is more unique or 
sophisticated. 
According to Edward Shils (1961), the mass, being most of the population, "stands in a 
closer relationship to the center" than before in modern society. They are liberated 
individually, but cannot avoid the disparity in "human cognitive, appreciative, and moral 
capacities" that produce deferences in appreciation of cultural products. Shils roughly 
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distinguishes culture into three levels: superior or refined culture, mediocre culture, 
and brutal culture. This differentiation is based on the aesthetic originality and 
refinement, and is beyond class orientation. As the market as a whole has expanded 
tremendously, the large quantity of cultural consumption has become unprecedented; 
and, it is "the mass" that constitutes the bulk of the population in any society that helps 
in the immense expansion at the level of "mediocre and brutal culture". Jameson 
(1997: 2) describes one feature of postmodern society as the period of high capitalism. 
It is "the effacement in them of the older (essentially high-modernist) frontier between 
high culture and so-called mass or commercial culture，and the emergence of new 
kinds of texts infused with the forms, categories, and contents of that very culture 
industry". For this new kind of "paraliterature",^ there are no longer clear lines between 
the forms of high art and commercial products (1982). 
As mentioned before, the differentiation of culture appreciation into levels is beyond 
class orientation. This means that the mass which constitutes the base of society is 
not necessarily weaker in social power structure, either economically or politically. 
They can be rich and have considerable spending power, but cannot belong to 
bourgeois class. In the process of democratization, they form a new political base， 
and wield market power. What is the consequence of this tendency towards 
"destruction of the limited public sphere of bourgeois democracy"? This means that 
when serious media focuses on issues in the "public political forum，，that are under 
strong market pressure, it switches to the private world, as Sparks has argued: 
This destruction, or at least erosion, of the constitutive public life of society throws the 
private sphere into ever-greater prominence. The disparate pursuits of the individual 
/ 
4 Therefore, "para-news" and "para-news media". 
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come to occupy the space once filled by the citizen. The growing number and 
importance of the fragmentary and specialized media of leisure pursuits are the 
concomitant of this objective process ... Those that survive, and the newly created 
replacements for the casualties, are more and more concerned with the narrow private 
world defined within a pre-given framework of politics, economy and society (Sparks, 
1991，p. 71). 
Growth of consumerism in Hong Kong 
W h a t is the significance of social transformation described above, w h e n examining the 
change of journalistic paradigm (So, 1996) in the Hong Kong news media? It is clear 
that in Hong Kong, mainly due to the long period of continuous economic growth, 
consumerism has assumed a dominant position in society, popular culture, and in the 
realm of the m a s s media. Reading newspapers is no longer associated with 
intellectual privilege，thanks to the higher educational level of the general public. (This 
m a s s is not regarded as "public" in the strict sense that they do not actively take part in 
the public affairs or political process. After all, public education for the whole 
population of modern nations is comparatively recent concern, in Western countries as 
in Asia.) Today, reading popular newspapers and magazines can be the habit of every 
m e m b e r of families, for leisure and entertainment. The launching oi Apple Daily is part 
of the general trend of mass-popular cultural market expansion. Before 1995，Jimmy 
Lai criticized Hong Kong's press as being "static" and "boring". There w a s vast 
potential for the growth of "active" and "aggressive" n e w newspapers for the m a s s 
market (So, 1997f. After triumphs in Hong Kong, Lai is expanding his media empire 
to Taiwan, using exactly the s a m e rationale. In a recent interview with a Taiwanese 
magazine (The Journalists, M a y 24，2001 )，he said, "the market had changed from that 
of 'need' to 'consuming'.. .they read for pleasure, not for need." A s to the expansion of 
the market, he testified, “ After Next Magazine w a s launched in Hong Kong, the size of 
/ 
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the magazine market there increased by five times." 
Observing current trends of media development, McQuail (1997:518) points out that 
modern mass media "are less inclined to make voluntary commitments to society, less 
able to have any meaningful relationship with their audiences and those w h o m they 
affect, less ready to enter into dialogue. Against the backdrop of mass popular culture 
emergence, there are several forces at work that combine to weaken the capacities 
and will of governmental regulation and social control of media for the so-called 
"general good of society. “ These include firstly, the operation of powerful transnational 
or global corporation，and secondly, the trends of deregulation and privatization of 
media market" (p. 512). This tendency is especially meaningful in a free market such 
as Hong Kong. Using Adorno's (1991) exposition, the cultural products catering to the 
mass market in today's capitalistic societies are a false reconciliation of high and low 
art through the engineering of the culture industry. This is done by fusing "the old and 
familiar into a new quality" (p. 85). The production of mass culture follows the logic of 
consumerism. The output has the characteristic of fragmentation and allows for 
immediate gratification; it is not intend to be tied to any frame of meaning. 
Jimmy Lai has explicitly declared that he disregards any value judgment. The main 
objective of this businessman is making profit. Before Apple Daily, even though the 
market condition had matured in Hong Kong, market forces did not exert their power 
due to the oligarchy in the newspaper industry. According to Lai, the press was losing 
m o m e n t u m , unaware of the potential of a new generation of consumers. His action, 
therefore, had broken the norms and released the new spirit of change. H e mentioned 
in the interview: "In Taiwan, the readers were neglected. The media never think what 
/ — 
5 Lo Chan, the former editor in chief and publisher of Apple Daily expressed a similar view at a seminar on May 26, 1999. 
21 
the readers want. Instead, they think only what should be provided to readers." H e 
noted that since the society has changed, media coverage should pay attention "not to 
the society as a whole but from the perspective of individuals". A s to the "sense of 
mission" of Taiwanese journalists and their in-depth reporting, analyses, and editorials, 
he claimed, "Times have changed. There is no need to emphasize the sense of 
mission ... N a n Fang-shuo (a prominent Taiwanese analyst and writer on current 
affairs and cultural topics) writes excellent essays, but it is painful to read his long 
articles.丨 appreciate his insights, but I need other things. D o readers here want to 
attend lectures everyday?" (The Journalists, M a y 24，2001) 
It is hard to pinpoint a certain year w h e n the emergence of "mass culture" and the 
"growth of consumerism" reaching a critical level that result in the advent of total 
marketization of the press in Hong Kong. W h e n Jimmy Lai grumbled about the 
"boring" newspaper in 1995, his Next Magazine has already been successful for 
several years. H e then gained confidence that a n e w newspaper for the n e w 
consumers would be viable. Therefore, the deeper societal change w a s actually a 
requisite condition for the launching of Apple Daily. However, Jimmy Lai himself as an 
entrepreneur has also b e c o m e a force or cause of the change of media scene and 
giving birth to a n e w culture in Hong Kong, described as "Next culture" by 〇 & M report 
(see page 35 of this thesis). 
(3) Environmental change and organizational change 
If w e regard all m e m b e r s of the newspaper market as forming an ecological balance，a 
n e w m e m b e r (Apple Daily) entering the field will affect the inter-organizational 
relationship. H o w an established newspaper (Ming Pao), having confirmed its niche in 
22 
the market long after its initial start-up period, responded to new challenge from other 
organizations in a deteriorating ecological environment? This can be observed and 
explained in the perspective of environmental change and organizatonal change. 
Forces that stimulate organizational chanqe 
Ongoing change is undoubtedly a characteristic of the modern world. All organizations 
operating in ever changing environments are subject to change. Facing external 
challenges, the ability to react and change is a matter of survival for a business. 
Managers therefore are responsible for formulating strategies and put them into 
practice, at several levels of the organization, in order to sustain its competitiveness. 
As effective strategies seek to ensure that an organization stays in tune with its 
changing environment, it is of priority to understand trends of that environment before 
examining its organizational weaknesses. Robbins (1997:252-271) outlines six 
specific forces that act as stimulants for change. They are the nature of the work force, 
technology, economic shocks, competition, social trends, and world politics. Applying 
this view to the media industry, w e can generally re-group the six forces into three 
factors, i. e. material and h u m a n resources, market and economic conditions, and the 
socio-political environment. 
There are two views on environmental change and approaches of response. O n e 
sees implementing change in organizations as a response to a break in the status quo 
and "need only in occasional situations”. The "calm waters" simile is used to explain 
that in such a scenario, the status quo refers to an equilibrium state, which requires 
"unfreezing" and transforming to a new state when facing driving forces of change, 
before "re-freezing", i.e., returning to new state of equilibrium. Another view looks at 
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the world as "white water rapids", meaning that the managers face "constant change， 
bordering on chaos", "being forced to play a g a m e they've never played before, 
governed by rules that are created as the g a m e progress" (Robins: 257). 
Obviously, newspaper industry in Hong Kong during the period of this study w a s in the 
process of revolutionary change. Yet, the responses to this situation lie between the 
two scenarios describe above. While it w a s agreed that it w a s a break in the status quo, 
organization change could not be m a d e once and for all. The ongoing competition left 
the situation inn flux. The reality is that after the break d o w n of the old order, a n e w 
ecological balance still cannot be seen. Media managers therefore still see the 
industry as "bordering on chaos", facing constant challenges. 
Aporoaches of intervention for change 
W h e n facing challenges, organizations need to plan change systematically. 
Researchers use the term "organizational development to refer to a collection of 
change techniques or interventions. These methods can be summarized in three 
dimensions: structural interventions， task-technology interventions, and 
people-focused interventions. 
Structural interventions include actions aimed at the reorganization of structural 
configuration, e.g. making the organization flatter, more decentralized, and more 
organic. A m o n g others, formulating n e w reward systems and the changing of 
organizational culture are difficult tasks. W h e n cultures b e c o m e obsolete, serious 
impediments to responding to the changing environment can arise. Therefore, the 
objective of change is to m a k e organizational cultures more flexible, more responsive, 
and more focused on customer needs, services, and quality. Reward systems are 
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usually used as incentives or stimulants of change. In a media company, rewards are 
more frequently used to induce journalists to adapt to organizational policies. 
Task-technology interventions emphasize the reasonable job re-design or 
re-arrangement of assignments, socio-technical systems (how h u m a n behavior and 
technical systems interact), and quality of work life, i.e. humanizing the workplace to 
create satisfactory career life for staff. There are five specific people-focused 
interventions: sensitivity training, survey feedback, process consultation, team building, 




The changing ecology and pressures on Ming Pao 
Based on the knowledge of ecological competition as sketched in the previous chapter, 
following are analyses of the real effects of vicious competition on the local newspaper 
industry, and various pressures on Ming Pao and its reactions and options. 
Classification of newspapers and sources of revenue 
Newspapers in Hong Kong can be classified using different criteria for different 
purposes. There are various "classes" of content, somewhat related to "tastes" or 
moral standard of the media content. Thus, there are serious newspapers, quality or 
elite newspapers, popular newspapers, intellectual or literary newspapers, English 
newspapers or Chinese newspapers, etc. However, for marketing purpose or analysis 
of ecological competition， the best alternative is classification according to the 
social-economic status (SES) of the readership, as shown in Table 1. 
In s o m e markets, the presumption is that the elite or quality newspapers have readers 
of higher spending power or greater decision-making power. They usually form a 
relatively stable part of the population. However, in Hong Kong, the elite papers' 
dilemma is that they do not maintain an exclusive section of adult population, meaning 
a separate and stable loyal readership base. Multiple newspaper reading is still the 
habit of most Hong Kong residents, including those of higher social-economic status. 
This characteristic is more significant to the management of serious newspapers in 
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Hong Kong w h e n the two mass popular titles captured nearly eighty percent of 
readership from almost every social sector. 
Table 1: Classification of Newspapers in Hong Kong (Jan 1995 - June 2001) 
Specialized- Specialized- General-popular General-serious 
popular serious / elite /elite 
Sun Racing Post"“""““HK Econ Journ Apple Daily S C M P 
H K Econ Times Oriental Daily Ming Pao 
H K Commercial Sing Pao Sing Tao Daily 
(Tin Tin) (HK Standard) 
The Sun W e n W e i Po 





In brackets ( ) are now defunct titles, as at June 2001 
Table 2 shows the percentage of high-level readership of the newspapers in Hong 
Kong. It is obvious that beside the English language S C M P , the two largest popular 
titles grabbed the largest absolute quality readership. Given their larger readership 




Table 2: Average percentage of choice by business executives on local titles 
South China Morning Post 5 1 % 
Apple Daily 4 4 % 
Oriental Daily N e w s 3 5 % 
Hong Kong Economic Times 3 5 % 
Hong Kong Economic Journal 2 2 % 
Ming Pao 2 1 % 
Sing Pao 1 7 % 
Hong Kong Standard 7 % 
Source: MEDIA, 28 Nov 97 
The message here is that the subjective positioning of a newspaper, i.e. the personal 
willingness of media owner to produce a newspaper of certain type, does not 
guarantee it a real place in the market. Moreover, Hong Kong society is less 
class-conscious in media consumption. Unlike Britain, where most of the people read 
only one newspaper daily®, Hong Kong residents generally still read more than one. 
Partly due to the blurred class lines, cross sector-strata readership is c o m m o n . The 
main popular titles and infotainment magazines like Next Magazine were widely read 
by people from almost all walks of life, be they university students, company 
executives, housewives, or laborers. Actually, the absolute numbers of the "right 
audience" for the two largest newspapers are larger than that of any other serious 
newspapers in the market. The polarization of readership in Britain and s o m e other 
6 According to surveys, the long-term development in the British press is that newspaper readership is declining. Compared with 
the national penetration rate of 138%, the 1987 figure of 97. 2% shows that multiple readerships had effectively died out 
(Consterdine et a l , 1988:4, cited by Sparks, 1992: 37). 
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markets does not exist in Hong Kong, creating a situation in which serious titles have to 
fight directly against popular newspapers for a c o m m o n audience to sustain critical 
market share. ^ 
Under the constraints of a comparatively small market in Hong Kong, the competition 
has become ferocious - almost a zero-sum game. From a structural point of view, 
media as business concerns inherently rely on the formation of population composition 
of that society. It has been noted by observers that demographic change in Hong Kong 
in recent decades has had a perverse effect that fundamentally affected the media 
ecology®. In the decade before 1997，it was roughly estimated that there was a loss of 
nearly 200 thousand members of middle class families from Hong Kong, in the process 
of outward migration. At the same time, there were inflows of new migrants from 
neighboring Guangdong villages, w h o were relatively less educated yet had strong 
emotional connections with local affairs. The effect of this demographic change on 
newspaper industry has been that the market for mass popular newspapers has 
expanded,, and even eaten into the formerly not exclusive yet stable middle class 
market for elite newspapers (Pang, 1999 )9 . 
7 Before the launching of The Sun, another mass popular newspaper, the combined circulation of Apple Daily and Oriental Daily 
was nearly two thirds of the total newspaper circulation in Hong Kong. In terms of readership, the figure reached as high as 78 
percent for mass popular titles. See, To Yew Ming： Anything new under the sun? Media Digest. April 1999，RTHK. Due to the 
limited size of the market for serious newspapers, there was the folding of several newspapers using traditional styles of 
presentation and management in the decade before the launching of Apple Daily. See, Pang (1999) 
s Clement So. 13 Nov 98. Ming Pao. Actually, the expansion of the Chinese community in Canada, which mainly consists of 
immigrants from Hong Kong, has formed a solid base for Ming Pao Canada to become a profitable decent newspaper. It has been 
a significant profit contributor to the Group in recent years. 
9 See also annual report of Ming Pao Enterprise, 2000 which reveal that its publications in North America has become a major 
contributor of profit while the group report fourth consecutive year of operating loss. 
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A s a listed company in Hong Kong, Ming Pao is not required to reveal the breakdown 
figures for its revenue structure. The exact figures of the distribution of advertisement 
resources a m o n g media in Hong Kong are not available. However, it is quiet safe to 
say, based on estimates by industrial sources，that the advertising revenue for each 
newspaper is generally tied to its rank in circulation, except the politically funded 
pro-China newspapers. (Table 3) 
Table 3: Main advertising sources or funding of Hong Kong newspapers 
Consumer Property Specialized Company/ Political 
Product Display/ Classified Public Funding or 
Display Classified A d Notices Patronage 
Oriental Daily Y Y 
Apple Daily Y 丫 
The Sun Y 丫 
H K Daily N e w s Y Y 
Sing Pao Y Y 
Tin Tin Y Y 
Ming Pao Y Y 
S C M P Y Y 
H K Standard Y 
Sing Tao Daily Y Y 
H K E Times Y Y 
H K E Journal Y Y 
W e n W e i Pao Y 
H K C o m m N e w s Y 
Ta Kung Pao Y 
Note: Y connotes the particular advertising or funding source that is important to the respective company. As 
breakdown figures for the revenue of media companies are not disclosed, this table is constructed on the basis of the 
author's observations in the last seven years while working with several local newspapers. Colleagues and friends 
were also consulted for this purpose. 
/ 
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Price war and its effect on the ecological balance of the newspaper industry 
As mentioned before, the launching of Apple Daily marked a watershed in the history 
of the Hong Kong newspaper industry. Before 1995, the ecological balance of the 
industry was maintained by a guild-like oligarchic monopoly. The entry of a new 
challenger by the end of 1995 altered the status quo. By March 1996’ the effects of a 
price war had already been gauged. In the S R H interim report, it was shown that Apple 
Daily's readership was about 1.2 million, trailing after the 1.4 million of Oriental Daily 
News. Meanwhile, most major Chinese language newspapers had suffered a dramatic 
double-digit decrease in readership， 
According to analysts, the total readership loss of five other titles, including Ming Pao, 
m a d e up around 6 6 % of Apple Daily's readership base. While Ming Pao's readership 
plunged, Sing Tao managed to raise its figure by about 1 percent in the period, 
basically because of its niche strength in property market coverage. It was able to 
maintained relatively stable subscription of advertisement from the sector. 
By March 1996’ in terms of profit, most of the newspapers recorded a substantial slip 
or loss resulting from the price war and high newsprint costs. The Ming Pao Group” 
reported a steady decline of advertising revenue from 1995 to 1997. The impact of 
figures shown in the consolidated reports was lessened after the profit contributed by 
other subsidiaries of the group (mainly magazines and overseas operations, especially 
10 Alfred Hille. Apple Daily eating 3\\:ay at readership of rival papers. MEDIA, 15 March 1996 
” T h e croup refers to Ming Pao Enterprise, a listed company holding interests in several subsidiaries，including the flagship Ming 
Poo Daily Sew s. 
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Ming Pao, Canada) was incorporated^^. By contrast, in 1996，the staggering fact w a s 
that Apple Daily's advertising revenue leapt by nearly four times, becoming the second 
largest earner in the industry. 
Table 4: Impact of Apple Daily on market shares (readership) of newspapers 
'000 1 1 9 9 5 { % ) 1996 (%) 1997 (%) 1998 (%) 
Oriental Daily 1 6 ^ • " “ 3 0 9 " " " " ” ^ ^ " " “ ^ ^ 
Apple Daily 1338 24.4 1573 28.1 1894 32.4 
Sing Pao 823 15.1 630 11.5 529 9.4 335 5.7 
Tin Tin 697 12.8 465 8.5 307 5.5 244 4.2 
Ming Pao 470 8.6 345 6.3 329 5.9 321 5.5 
H K Daily N e w s 333 6.1 323 5.9 300 5.4 217 3.7 
S C M P 284 5.2 253 4.6 280 5.0 271 4.6 
Sing Tao 232 4.2 221 4.0 217 3.9 129 2,2 
Express 209 3.8 
H K Econ 87 1.6 61 1.1 58 1.0 66 1.1 
Journal 
H K Econ Times 82 1.5 95 1.7 112 2.0 140 2.4 
W e n W e i Po 56 1,0 
Source: AC Nielsen Media Index HK General 
The location of and pressures on Ming Pao 
Since it was launched in 1959, Ming Pao has been a private business enterprise reliant 
on the patronage of advertisers, without direct financial support from the main political 
parties. In the last two decades, Ming Pao has been an established reputable 
'2 丁 he annual advertising revenue of Ming Pao Color Weekly rose by 11% in 1996, while Yazhou Zhoukan's income dropped by 
15% in the same period. MEDIA, 16 May 1997. 
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newspaper with a Chinese literary tradition. The newspaper has always been strongly 
associated with Louis Cha, its founder and first publisher. Cha's wealth and prestige 
as a famous novelist and commentary writer grew with the title. Under his 
management, Ming Pao w a s regarded as "a newspaper for intellectuals" with 
remarkable business success, and became a listed company in 1991. C h a sold his 
controlling stake in the company to P. H. Yu in 1993，and since then the newspaper has 
faced a major crisis. 
A brief history of Ming Pao 
Ming Pao did not achieve its prominent status until after a decade after its birth. The 
forty years of its history can be roughly divided into three periods. In the early period, 
Ming Pao went through years of soul-searching. It only reached the second period of 
stable growth and development after the mid-sixties, w h e n its niche w a s identified. 
Entering the nineties, as a newly listed company, Ming Pao faced n e w challenges of 
transformation. 
According to Cheung Kwai-Yeung (1999)，Ming Pao w a s actually not initially fit to be 
called a "newspaper" as the first seventeen tabloid sized issues carried only romance 
and martial arts stories, without news story. It did not fare well in the market, with 
circulation of two to three thousands copies. From the eighteenth issue, the paper 
changed to broadsheet size and started running current news. "The idea w a s in fact 
not initiated by Louis C h a or Shen Pao-sing, the co-publishers, but the newspaper 
distributors. It w a s purely out of commercial consideration. And in years onward, Ming 
Pao has always followed the business rationality in making of important policy. For the 
sake of survival and development, Ming Pao has continuously making change of its 
content, catering for the taste of readers. ” 
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At the first period of development, "as a m e m b e r of small papers struggling for survival, 
Ming Pao has substantial pages reporting racing while adopting sensationalism in its 
news pages and supplements, with increasing amount of content of violence and sex.，， 
This situation did not change until M a y 1962 w h e n another wave of Chinese refugees 
reached Hong Kong. Ming Pao gained reputation for the focused and extensive 
coverage of this episode, and maintained a stable n e w readership. It w a s c o m m e n d e d 
for comprehensive coverage on China, and for running assertive editorials. 
From the viewpoint of media managers, what w a s the meaning of Ming Pao's 
transformation? Cheung commented, "When m a n y managers of newspapers believed 
in using violent and erotic contents in wooing of readers, and w h e n m a n y readers were 
willing to buy this sort of papers for ten cents, Ming Pao began to resist the atmosphere 
of the society, quietly developed readership of intellectuals". 
However, this judgment is obviously biased, contrary to the facts presented by the 
author himself: "The refugee tide of M a y 1962 w a s an opportunity. Ming Pao grasped 
it and extensively reported about it. The circulation of the newspaper jumped up to a 
higher stage." Apparently, as a business enterprise, despite the quality of its owner as 
an intellectual, Ming Pao w a s unable from the early period "to resist the atmosphere of 
the society". It w a s actually making decisions according to the trends of society. W h e n 
the social and demographic structure of Hong Kong w a s changing, Ming Pao saw the 
market need of the time and upgrade itself from a "virtual tabloid" to a quality 
newspaper. It eventually built a reputation by assertive and clear opinion and high 
standards in news reporting. According to theories of ecological competition，there 
w a s an increase of the tot^l amount of resources (new higher quality readers) in the 
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industry, and Ming Pao as a n e w competitor had chosen to go upward, thus 
differentiating itself from other titles, to lower the degree of "niche overlap". Generally 
speaking, Ming Pao w a s successful in making this strategic decision. It w a s more a 
business decision than a moral choice. 
At this juncture, it is worth noting that at the turning point of this early period of Ming 
Pao's development, the clear segmentation of the market w a s in favor of Ming Pao's 
venture onto higher ground. Moreover, m a n y analysts also attributed the success to 
the shrewd and frugal management headed by Louis Cha. Another illustrative case is 
L a m S u m Muk, the publisher of Hong Kong Economic Journal running the moderate 
size quality newspaper with success. Today, however, in the market of general 
non-specialized newspapers, Ming Pao's resource base has been eroding. Thus, the 
newspaper is rethinking its future. 
Changes of ownership and new challenges 
Ming Pao's distinct intellectual image has been the most obvious strength and asset of 
the newspaper. Less than one year after floating his company in March 22，1991, C h a 
sold his controlling stake at the peak of the market price to a young businessman, P. H. 
Yu. The paper faced a major crisis following the transfer of chairmanship, although 
C h a expressed his optimism for the restructuring of the leadership at the beginning of 
the event. 
The market condition changed rapidly after C h a retired. By the end of 1995, under 
serious threat of fierce price competition, Ming Pao commissioned O & M， an 
advertising company, to formulate a strategic recommendation for a re-launch. After a 
face-lift of the newspaper layout, the objective of the project w a s to mount a product 
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campaign to strengthen its image. According to the O & M report, the shift of 
chairmanship from C h a to Yu had "created speculation (by readers) about the 
newspaper's editorial policy and integrity". 
Despite the controversy about Yu's leadership and his influence on editorial decisions， 
the real blow to Ming Pao c a m e only after the launching of Apple Daily, which changed 
the ecological balance of the newspaper market. Oriental Daily News, the market 
leader, reacted fast and fiercely by cutting its retail price, thus igniting a brutal price war, 
which directly and indirectly led to the closing down of several publications. After the 
dust settled, the Apple Daily had risen to become the second largest circulation 
newspaper. Ming Pao w a s a m o n g the most seriously affected, with a readership loss 
of more than twenty percent. Even worse, a substantial number of its middle level 
editorial staff had left, joining the n e w energetic and aggressive contender. 
Generally, Hong Kong people have an impression that Ming Pao is a decent quality 
newspaper. Market surveys have indicated that Ming Pao's readers are better 
educated and belong to the higher income group. T o a newspaper, such a positive 
image should be regarded as an asset. 
D u e to the distinguished content, Ming Pao has loyal readers. Therefore, w h e n the 
price war erupted, the company correctly decided to maintain its retail price of 5 dollars. 
However, those less than devoted supporters still defected, obviously picking up the 
n e w title, Apple Daily or converting to other cheaper newspapers. In Hong Kong, while 
the total circulation of newspapers is continuously expanding, it is clear that the benefit 
has gone to the main popular titles. During several price wars since 1995, Ming Pao, 
despite been regarded as "the most credible newspaper" in town by local Chinese 
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readersi3，suffered a plunge of daily circulation by about 25 percent in two years, from 
120,000 copies to 82,677 as at June 1996. ^^ By the first quarter of 1999，when the 
other round of the price war broke out in March, it is relatively safe to say that the three 
main popular titles had acquired three-quarters of the total newspaper readership. 
〇&M, the advertising company commissioned by Ming Pao, identified four factors 
affecting the newspaper: 
1. The change of ownership created speculation about the newspaper's editorial 
policy and integrity. 
2. The "Next" culture (sensationalism and popular journalism following the success of 
Next Magazine by Jimmy Lai) had changed the attitudes and behavior of readers in 
general. 
3. The launch of Apple Daily had changed the status quo of the newspaper market 
and forced Oriental Daily to react fiercely. 
4. The price war directly and indirectly led to the close down of several publications 
and paved the way for the dominance of a few players. 
The condition of an elite newspaper in free market 
Under the reign of Cha, as a family enterprise, and in a stable ecology of industry, Ming 
Pao's problems were not urgent. However, a crisis loomed when the new market 
competition no longer allowed the old paper to remain operating in its own way. 
The pressures on Ming Pao were in nature those acting on an elite newspaper 
Survey by Department of Journalism and Communication, Chinese University of Hong Kong. September, 1996 
14 Andy Ho. The facts of a media credibility crisis. SCMP, November 26，1996. Ming Pao's circulation figure, according to ABC 
report for Jan-June period in 1995, was 107,484. 
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squeezed by a m a s s newspaper. Under the combined impact of listing Ming Pao and 
the following exacerbated competition, the newspaper w a s facing a serious identity 
crisis. Ever since Ming Pao had set its position as a literary newspaper for intellectuals, 
it grew steadily in status, and gained a decent profit for the owner. However, compared 
with m a s s popular titles like Oriental Daily or Sing Pao, or even the rather serious Sing 
Tao Daily or English language SCMP, its profit w a s modest. A s a listed company, 
facing shareholders and needing more investment in the future, the newspaper's 
profitability w a s obviously no longer attractive. 
Ming Pao w a s acquired in October 1995 by the R. H. Group, which also runs Sin C h e w 
Jit Poh, the leading Chinese language newspaper in Malaysia. In view of the recent 
drastic change of the business environment, the group recognized the need to 
re-package Ming Pao to ensure its long-term business success in the local market. 
Major changes in content and presentation, and organizational adjustments，of Ming 
Pao in response to market condition took place. 
Based on the above analyses, w e c o m e to the following understanding. The 
m o m e n t u m of change escalated w h e n the ecology of the industry deteriorated 
following the introduction of n e w competition. A s a serious elite newspaper, Ming Pao 
w a s facing a changed reality that its market share w a s insufficient to support a 
sustainable development. Thus "Apple-lization" to a certain extent s e e m e d inevitable. 
Moreover, w h e n discussing the pressure of market-driven journalism on the 
development of serious newspapers, w e should recognize, firstly, that the press as a 
whole, from the historical perspective，has never been homogeneously political or 
serious, on the one hand, or totally devoted to entertainment on the other. The advent 
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of m a s s circulation popular newspapers w a s in fact the result of technological 
development that rendered m a s s production and distribution possible. Financially, 
they were aided by emergence of m a s s advertising (McQuail, 1994: 123). In the 
process, news media under various patterns of ownership or market mechanisms 
served various purposes. Therefore, a theory and history of the press should begin 
with the premise that the press "obscures m u c h that is central to the understanding of 
the papers read by most people" in modern societies. Modern press is produced for 
different classes and the differing cultures of those classes. W h e n talking about the 
effect of popular culture/papers, m a n y complaints are m a d e ignoring the works of 
market, or with the bias of denouncing "the low intellectual level of the working class" 
(Sparks, 1991，pp. 63，67). 
Secondly, w e must also acknowledge the genuine concerns about the squeezing effect 
of market that is threatening the very existence of serious newspapers, while making 
the assumption that news media has a role different from that of ordinary business 
enterprise. Ming Pao, in this case cannot afford to resist change. 
Sources of pressures on news media and serious journalism 
Generally speaking, journalists and the media organizations alike are subject to two 
kinds of constraints. They are firstly, structural conditions, or the legal freedom to 
transmit or publish and secondly, operating conditions, or real independence from 
economic and political pressures and relative autonomy for journalists and other 
'communicators' within media organizations (McQuail: 1994). Under the impact of 
market driven journalism, Ming Pao，s condition can be viewed from broader 
perspective by looking at the three sources or levels of pressure on newspaper in 
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general. 
A s Gurevitch and Blumler (1990) have pointed out, there always has been tension to 
be resolved between "the ostensibly democratic ideals" that the m a s s media are 
supposed to serve and "the communication structures and practices" that actually 
tends to prevail. N e w s media operate under constraints at various levels. Such 
constraints can be categorized into four levels: the societal level，the inter-institutional 
level, the intra-oganizational level，and the audience level. These are the forces at 
work at various levels that rendered limitations on the media as independent and free 
actors in democratic society. It is logical that in a free-market society, these forces 
constitute factors that push the media to approach the market. 
Societal level 
In a real market in which competition for a large and heterogeneous m a s s audience is 
extraordinarily keen, media organizations m a y feel that their original "democratic 
aspirations" are difficult. Under pressure, they tend to limit the amount of public affairs 
coverage, and shift their style from the serious and extended to the entertaining and 
arresting. In Hong Kong, w e can see that competition exists not only a m o n g 
newspapers. Other media, such as television and the Internet, are also powerful in 
pushing the print media to change. 
According to W e i Cheng-si, a senior editor and editorial writer with Ming Pao, the 
newspaper cannot afford to print only "important hard news". Clearly, the newspaper 
has to pay more attention to those "emotionally touching" (wen-qing, heart-warming) 
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stories. ^^  H e said that since the handover of sovereignty, the "general perception" of 
newspaper executives is that the readers are less interested in political affairs. "Go 
and ask, how m a n y Hong Kong people still want to read the debates in the Legislative 
Council? The political fever before 1997 is over. And then, w h o is really interested in 
the Chinese politics or stories of corruption in China? If you take away the names of 
bribed officials and places, what is the difference between two stories? That kind of 
story cannot catch the attention of readers." The new approach is to talk more about 
local economy and the daily life of ordinary citizens. It is obvious that editorials seldom 
talk about high politics any more. The new favorite topics are employment, housing 
market trends and policies, and the economy of Hong Kong in general. " W e are 
actually following the market sentiment, [and] no longer have any ambition of 
agenda-setting." 
The format of presentation has also been changed. The deputy chief editor of Ming 
Pao, Lao Chun-to, acknowledged in an article on his own paper that the editors are 
struggling with which approach to take between "important news and interesting 
stories", or "how to write important news in interesting ways?"""® W e i suggests that with 
the advent of television, newspapers should no longer act as news reporters. The new 
trend, he argues, is to operate newspapers like m a g a z i n e s . What most of the 
newspapers in Europe are doing is "in-depth" reporting.''® Newspapers carry "one 
story on one page", instead of many, say ten, different news dispatches on the s a m e 
15 Interview with author, 24 November 1998. 
16 Lao Chun-to, "The Choice Between Importance and Interesting as Standards of News values". Ming Pao, Nov 12, 1998 
17 Sparks (1991) also notes that, in Britain, "the balance within journalism is clearly away from newspaper employment and toward 
the magazine sector. “ p. 68 
”However, in reality, and due to the unsatisfactory training of journalists, the quality of in-depth reporting is below standard, 
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Media are operating in certain social structures，interacting with other institutions, 
including mainly newsmakers, i.e., government and business organizations, on the 
one hand, and revenues sources, i.e., mainly advertisers, on the other. It has been 
noted that one of the most disturbing trends in modern plural society，in relation to the 
interaction between media and other institutions, is the so-called "professionalization 
of sources". The working of this mechanism often leads the media to actually work for 
the interest of or to follow the will of newsmakers or business concerns. In other words, 
the autonomy of journalists or media organizations m a y be, in m a n y cases, just a myth. 
For example, in the television presentation of political activity，the coverage very often 
falls into a n e w category of program termed "political show". In this category, there is 
no longer a clear-cut boundary between 'polities' and 'entertainment'. Marliere (1998) 
noted that in France it has b e c o m e a practice for presidential staff to strictly control the 
staging of political shows on television, in order to ‘create an event'. The purpose of 
the program, then, is not to provide ‘political news，，which is "not only scarce, but 
sometimes absent altogether. W h a t matters in this context is the image or the look.“ 
In m a n y democracies, 'political' or 'communication' advisers have exerted greater 
influence in the past decades with the emergence of "political public relations" as a 
profession. These advisers are neither political experts nor real journalists. Their job 
is "to put across the right sound bite or the right image at the right moment", without the 
constraint of any strong ethical or political belief. A publicity adviser of the Reagan 
administration frankly said that the government could not allow the press to set the 
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agenda. To govern successfully, the administration must set the agenda. The 
government therefore continuously struggles with the news media over what version of 
political reality will be communicated to the public. In Hong Kong, m a n y newspapers 
publish stories about political or business figures following their P R activities. Actually, 
stressing the elements of h u m a n interest in n e w stories, Ming Pao has published m a n y 
stories of celebrities without any link to public offices they hold. 
Intra-oraanizational level 
In liberal-democratic societies, media organizations are usually in competition for 
audiences, due to the economic concern and professional m o m e n t u m towards 
excellence. They could achieve the objective by better quality of reporting or scooping 
their rivals. Researchers have discovered that w h e n fierce competition has created an 
uncertain environment, organizations tend to highlight economic considerations over 
professional concerns, in the case of news media, by diverting attention a w a y from 
their responsibilities in a democratic society. 
Notwithstanding professional values，market competition will be transformed into 
pressure on organizations opting to modify their strategies by learning from the 
greatest competitors. The result is the production of similar goods in the s a m e market, 
an effect that sociologists call "isomorphism". This phenomenon occurs through an 
organizational constraining process. It is reasonable that by imitating the successful 
m e m b e r in the industry, the risk is lower than innovating and exploring a n e w line of 
products that has yet pass the market test. 
In Hong Kong, the homogenization of content categories a m o n g the newspapers can 
be observed from this perspective. The perceived formula of success for any 
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newspaper is to absorb "salt" and "spice". Therefore, one veteran journalist with high 
ethical consciousness working as an editor with a popular newspaper cannot help but 
accept the fate of having his n a m e tainted when his newspaper opts to go sensational, 
for the sake of reader tastes.i® Most journalists are actually relatively highly qualified in 
terms of educational attainment，with a significant number of university degrees (Chan, 
Lee & Lee, 1996). However, the organizational factor has actually deprived them of 
20 
their professional autonomy. 
W h e n organizations operate according to the same standard conventions, in this case 
the routines of news media, the products are more likely to be similar. Naturally, 
through their acceptance of the imperatives of competition, and in their adherence to a 
self-generated and self-imposed set of professional standards, they shape their 
contributions to the political process in ways that m a y well fall short of the democratic 
ideals that they claim to serve. 
Moli Mang Ching, "Restore the media confusion". Hong Kong Economic Journal, November 26, 98. The author expresses her 
frustration over the fact that one of her respected friends had to bear the burden of being an editor at Apple Daily. The newspaper 
gave lurid coverage of a Hong Kong widower who went to the neighboring Chinese city of Shenzhen for prostitutes before the 
cremation of his wife and two sons who died after falling from their family flat. 
20 Wong Ying-shi, a representative member of the Organization of Hong Kong Media Executives, said in the Legislative Council 
on November 25 1998 that for private media enterprises in Hong Kong, the objective of making profit had a higher priority than the 
responsibility of serving the public good. He agreed that marching toward market-driven journalism is a main trend of the industry. 
Hong Kong Economic Journal, Nov 26, 98. 
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Chapter 4 
Impact (I): Style and Content 
Under great pressure from the market, Ming Pao has been struggling to find a w a y out 
of seizure. The reaction to this situation has been manifest in the editorial content of 
the paper. Although described by s o m e media observers as "lost", viewed from the 
perspective of market competition and organizational behavior, the response of Ming 
Pao is understandable and clear. 
The n e w approach adopted by Ming Pao has been dubbed "Apple-lization". This 
highly descriptive analogy m e a n s that Ming Pao learnt from the experience of Apple 
Daily. Sociologist have pointed out that several organizations in a c o m m o n 
environment, under constraint of certain external factors，tend to develop toward a 
similar m o d e of operation. The sense of uncertainty is, a m o n g others, an important 
constraining factor that pushes organizations toward this process of homogenization. 
Facing uncertainty, in order to lower the risk cost, mutual imitation a m o n g 
organizations is the cushion against losing out. 
During the newspaper price war in 1995-96, large numbers of readers shifted their 
loyalty toward Apple Daily or Oriental Daily, which combined took up most of the 
advertising revenue. A s shown by survey figures, a substantial amount of Ming Pao's 
readership w a s eaten into by Apple Daily. A s a matter of urgency, "Apple-lization" 
s e e m e d to be the most reasonable policy. In an ever changing market, doing so w a s 
easier than exploring a fre^h alternative position. However, as an established elite 
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newspaper, Ming Pao could not change totally to a n e w look overnight — it would have 
risked losing its most valuable asset, its long time loyal readers. Therefore, h o w Ming 
Pao transformed its content is worthy of close examination. 
Content Analysis: Methodological note 
This study conducted a content analysis of news topics and presentation style of Ming 
Pao. The objectives were to describe and trace editorial policy change at the 
newspaper in order to understand the real impact of market-driven journalism on Hong 
Kong media, especially upon serious elite newspapers. 
Firstly, following the principle of random sampling, main news pages of two virtual 
weeks were selected from Ming Pao of 1990，1996，and first half of 1998. (The two 
weeks were not real calendar weeks. They were constructed by dates randomly 
selected from the whole year for the seven days of each week. The selection of a 
certain date for a certain day in a w e e k w a s determined by the number of w e e k picked 
from the random sampling table. For example, w h e n 52 is picked from the table for 
Monday, the date of that M o n d a y will be that of the 52nd M o n d a y in that year. The 
main news page of that day will then be chosen. See, Appendix A.) The aim of the 
analysis w a s to decide whether there w a s clear difference between orientations toward 
topic selection and presentation styles at different periods. The assumption w a s that in 
general, the business environment for Ming Pao in 1990 w a s relatively stable, not 
affected by any great social, economical, or political shock. The editorial policy of that 




By 1996，due to the outbreak of the price war after the launching of Apple Daily, the 
equilibrium had broken down. At an imperative m o m e n t of fighting to retain readership, 
Ming Pao's adaptive reaction can serve as an illustration of a typical case in which the 
squeezing effect of market-driven journalism took place. After rounds of selection 
races, the market scenario w a s rather clear. Entering 1998，Ming Pao w a s supposed 
to have c o m e closer to the end of an adjusting process in editorial and marketing 
policies, and w a s more confident of its orientation. It should be reasonable to take 
Ming Pao of 1998 as an archetype of a n e w model for future development. 
The "main news pages" should be seen as the gateways or showcases of newspapers, 
a declaration of its style to capture readers' attention. (For a Chinese language 
newspaper in Hong Kong, the main news page is usually the first page following the 
front page that is often occupied by advertisement. "Main news" has been the n a m e 
for that page of Ming Pao for m a n y years. This study looked at the category of news 
that occupied the most prominent and important position of that page.) A s shown in 
Table 5, this study assessed and analyzed the news selection rationales and reporting 
orientation of Ming Pao in real situations, using the logic of market-driven journalism 
explained by M c M a n u s (1994). Besides statistics that indicated changes of news 
selection approaches and ways of presentation in various periods, for the sake of 
portraying the case in a detailed and concrete manner, s o m e typical pages were 
chosen for illustration. 
Analysis of news topics 
Established by Louis L. Y. Cha, Ming Pao has been Hong Kong's most highly 
regarded Chinese language "newspaper for intellectuals", since its consolidation of 
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market position in the 1960s w h e n it gained substantial readership. It has had a 
reputation of outstanding coverage of Chinese politics, both of Mainland China and 
Taiwan. This random survey confirms such impressions. A s shown by Table 5, in 
1990，the most important headlines on the "main news pages" of Ming Pao were 
mainly about the political situation in mainland China, including the general political 
scene, change of leaders，democratic movements, and cross-straits relations, etc. 
There were 8 stories (57%) of this kind in 14 headlines selected; in second place w a s 
the category of foreign or international news (2 headlines), and following this w a s the 
Hong Kong main news (2 headlines, mainly government news). There w a s only one 
headline of what is generally categorized as social news, such as crime or disaster, 
selected to be printed as first headline on main news page. 
Table 5: Distribution of Ming Pao's news topic categories 
- 7990 T^ 
N e w s categories # 。/。 # % # % 
Chinese political I 5 7 % 1 7 % 
Foreign 2 1 4 % 
H K politics, civil rights & 3 2 1 % 3 2 1 % 
important social trends 
Tax, income & public 4 2 8 % 
services 
Business & market 1 7 % | 4 3 % 
Social & consumer 1 7 % | 6 4 % 4 2 8 % 
Note: The author is aware of the possibility of a competing explanation of this result due to the great impact of the 
Tiananmen Incident in Beijing on 4 June 1989 upon Hong Kong. There are also limitations of this result due to the small 
sample size and the problem of intercoder reliability. However, the salience of Chinese political news on Ming Pao in 
1990 was consistent with the positioning of the newspaper after its first phase of development, as described previously. 
Moreover, interviews with editors, reporters and writers of the newspaper also confirmed the change of orientation of 
Ming Pao in the later periods, as suggested in Chapter 5. 
Reflections on some methodological deficiency will be reported in concluding chapter. 
However, Table 5 indicates that in 1996，the main news pages of Ming Pao had 
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b e c o m e almost non-recognizable: there w a s only one story on China appeared. Taken 
their places are Hong Kong local news. Taken the largest area of page w a s so-called 
social or consumer news. Those usually are more attractive to the readers of popular 
newspapers (64%). A m o n g local political news, those captured more prominent 
positions were primary news regarding Hong Kong in transition, especially Sino-British 
talks. This is understandable. Before returning of Hong Kong's sovereignty to China, 
negotiations between London and Beijing, and the pushing of democratization process 
in the territory had created m u c h of the heart-moving news. W h a t is most impressive is 
the surge in number of "social and consumer news" stories on main news pages (9 
headlines). The placement of these stories in eye-catching positions w a s obviously 
the result of ferocious market competition that released a Pandora's box of 
market-driven journalism. 
、 、 二 . ： 
N e w models-pr standards of news selection had been set, which is evident by looking 
at Table 5. A m o n g the 14 headlines selected from the main news pages in 1998，there 
w a s none in the category of China news. Beside 4 stories in the category of "Taxes, 
public service charges and income", 6 stories (43%) dealt with "business or market 
conditions, regulations or economic trends". There w a s no Hong Kong government 
story. A m o n g the remaining 4 stories, 3 felt into category of "A specific accident, fire, 
or disaster". The last one w a s that of "A specific crime or police investigation or court 
action", with an unbelievably horrible headline: Y U E N L O N G D R U G A D D I C T CUT-UP, 
S A L T E D (2 March, 1998) and very illustrative pictures and graphics on "dismembering 
‘ of the h u m a n body". 
Close-up analysis of page layouts and content 
/ 
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The adjustment m a d e by Ming Pao under pressure could be also be observed by 
in-depth analysis of its presentation and language styles. From an overall view, w h e n 
dealing with so-called social news (crimes, disasters, accidents and hard-warming 
h u m a n interest stories), Ming Pao's journalists and editors are still conscious of the 
"issue oriented" approach, i.e. going further to tell of the significance, background, and 
impact of the incidents. Beside the fact that this kind of news appeared substantially 
more frequently on main news pages, more effort was put into the playing-up of 
atmosphere at scenes and detailed, even lurid, dramatic descriptions. Less formal 
expressions, even colloquial usage in the Cantonese dialect that w a s conventionally 
avoided by serious publications, were adopted both in writing headlines and main 
texts. 
N e w s about politics or government policies did not disappear from the newspaper. 
O n e cannot help but be aware, by browsing Ming Pao in the first half of 1996, that so 
long as it did not amount to contaminating the newspaper's reputation, the editors did 
not hesitate to play up sensational news. The selection of news on the front page often 
did not differ from that of Apple Daily or Oriental Daily. 
Bloody pictures on the front pages 
For instance, page A 2 of January 29 carried the headline: FIRST FATAL C L A S H 
SINCE D R U N K E N DRIVING L A W — Y O U N G M A N T O G E T M A R R I E D B Y 
VALENTINE, H A L F - D R U N K E N A T G A T H E R I N G W I T H O L D F R I E N D S B E F O R E 
A C C I D E N T . The associated picture took up nearly one-eighth of the page. The 
caption read: At the scene of a fatal accident at Kwai Chung Road, the driver who 
was suspected of been drunken while driving, sustained serious head injuries， 
lying in blood, with safety belt still fastened. 
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For a paper that claimed to be suitable for the family, this was an extraordinarily 
horrible bloody picture to place in the most eye-catching position of the most important 
page. 
O n page A 2 of February 1, the second lead on the top of the page read: 
HEAD-HITTING G A N G R O B S A N D H U R T S R E S I D E N C E S IN T H R E E C A S E S IN 
e i g h t h o u r s . The main lead of the day read: S C H O O L G I R L DIES O F H E A R T 
A T T A C K D U R I N G P E C L A S S . This story took up half a page of space, including four 
pictures. The caption for the picture of schoolgirl, with oxygen mask on her face and 
being rushed to hospital, read: The schoolgirl, Chan, suffered from heart attack 
and was rushed to hospital lying on the makeshift stretcher. The caption of the 
victim's snapshot picture reads: Chan Ching-yh 11，died of sudden heart attack due 
to inherited illness. The picture of a weeping mother, with another baby girl in her 
arms, was described as: Chan's mother: if the elder sister goes, her younger 
sister will still be with me. The fourth picture is copy of a paper slip confirming 
consent from the schoolgirl's guardian of her taking part in school exercise. 
O n March 26，page A 2 led with: F O R C E D T O D R I N K C O R R O S I V E ACID W H E N 
L O V E T U R N S S O U R , M A N DIES, GIRL CRITICAL — T R A G E D Y B E T W E E N U-GIRL 
A N D M O V E R . Three pictures were included. A m a n with oxygen mask on face lying 
on makeshift stretcher with the caption: man died in hospital after taking corrosive 
acid. A snap shot of the decease was inset into the larger picture. The headline of the 
sub-story read: A R R E S T HIM FIRST O R R E S C U E H E R FIRST? It was followed by a 
bar-title, A D I L E M M A , with caption of the picture: A policeman was Injured by 
corrosive acid when trying to save people. 
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More prominent use of colloquialism 
O n March 29，the second lead on top of page A 2 was: BRITISH BEEF, H K 
G O V E R N M E N T SAID N O B A N A N D B A N (英國牛肉港府唔禁又禁)• The main lead 
read: IF S E R V I C E N O T G O O D C O M P E T I T I O N WILL B E I N T R O D U C E D — T E N D E R 
F O R N E W A I R P O R T B U S , U S I N G N E W L A W (服務若不善隨時弓丨入競爭——新機場 
巴 士 今 天 招 標 首 用 新 例 ) . A picture story, FINAL C O N N E C T I O N O F W O R L D ' S 
L O N G E S T S U S P E N D E D B R I D G E (全球最長的吊橋合龍)，occupied one eighth of the 
page. Furthermore, many other headlines such as L E G I S L A T O R S B O O M B A R D 
G O V E R N M E N T F O R N O T B A N N I N G B E E F I M P O R T S (議員炮轟港府不禁止牛肉入口） 
and F U N G KIM-KEI T H R O W N O U T O F L E G C O (馮檢基被擯出局）(25 March,1996) 
reflected the fact that the editors had lost their sense of proportion of language. In this 
case, there were only a few legislators criticizing the government for being hesitant and 
reacting too slowly, without any indication in the story of extraordinarily strong wordings. 
Therefore, there should have been more appropriate words used than B O M B A R D (炮 
轟）or T H R O W N O U T (擯)• It is clear that the editors intended to change the style to be 
"closer" to readers, and also to make the story more exciting and the impact of 
language more powerful, even though this was not in line with the newspaper's 
traditional serious image. 
Another obvious change of page layout was that those really important stories that 
should have been ignored and were worthwhile of being treated as front-page leads 
become second leads or "pseudo leads". They were often placed at the right top of the 
pages, but took up less space. These included the serious news that lacked "dramatic 
element", and while still prominent they were usually overshadowed by social news 
flanked by colorful catchy pictures occupying most of the space on the front pages (3 
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Sept., 96 ； 8 Feb., 96 ； 2 Jan., 96). In the past, there was dramatic social news on the 
front pages of serious newspapers, but the practice was that readers were asked to 
turn to "Hong Kong news" pages or “local news，，pages, after reading headlines and 
story leads on the front pages. 
Focusing on and the playing up of hot topics 
Ming Pao has a reputation of outstanding coverage of China news. However, from the 
above analysis of its main news pages in 1996 w e can see that it retreated and 
changed its approach toward news selection. China news and international news lost 
their prestigious positions. They were no longer treated as main news unless in 
extraordinary circumstances. These circumstances were when mainland or foreign 
events contained inherent factors of drama or suspense. For example, besides 
focusing on local news，big disasters and dramatic events were usually played up. 
(I) Earthquakes in Yunnan Province, February, 1996 
O n February 3 1996, serious earthquakes occurred at the ancient city of Lijiang in 
Yunnan Province. A rather brief story appeared on page A 2 of Ming Pao on 4 February. 
The top headline that day was LI PEI Y A O KILLED B Y R O B B E R S E C U R I T Y O F F I C E R . 
Li was a senior Communist cadre in Beijing. O n the following days, all of the news on 
earthquakes was printed on the China news page, until four days later. O n February 8， 
suddenly rescue activities and pictures from the scene, mainly images of horrified 
victims and ruined buildings, dominated almost the whole main news page. The rise to 
salience of this event can be attributed to two reasons. Firstly, the newly available 
pictures of the catastrophic scenario have a shocking effect on readers. At the s a m e 
time, in response to donation campaigns organized by relief agencies and coverage on 
television, it was good opportunity to seek gains by activating the passions of the 
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public. 
(2) Cross Taiwan Strait Missile Crisis, March 96 
Due to the deepening worry about the policy orientation of President Lee Teng Hui of 
Taiwan, Beijing launched a series of missile test fires over the Strait of Taiwan, just 
weeks before the Taiwanese presidential election. This w a s an event closely 
monitored by a world that w a s afraid that real war would erupt accidentally. However, 
the coverage of this war-like event actually focused not on in-depth analysis of the 
background or explanation of trends, but on a description of weapons involved and 
possible war strategies. W h a t attract the most readers are the dramatic elements of 
gaming, rivalry, and conflict. 
Some typical layout of pages as illustrations 
1996 w a s the critical year in the course of the transition of Hong Kong to Chinese 
sovereignty. The Sino-British dispute, as well as policy adjustments in response to the 
change of sovereignty, should have been the focus of press coverage. However, even 
though public affairs had reached their zenith in terms of their ability to catch public 
attention, Hong Kong newspapers, under fierce competition, could not prosper, or 
perhaps even survive, on such news. Besides basic reports on the policy 
developments regarding issues that had imminent effects on citizens, such as 
nationalities, passports, and the right of abode, etc, local media were more active in 
airing non-political topics. 
For a good illustration, w e can look at page A 2 of Ming Pao on April 1 1996. The 
front-page headline that daywas: BRITAIN E X C H A N G E S N O N - V I S A E N T R Y F O R H K 
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P E O P L E ' S R I G H T O F A B O D E . At that time, this subject was indisputably substantial 
and concerned the interests of local residents. However, due to the market 
competition, two thirds of the page that day was actually dominated by two stories of 
road accidents: 
(丨）LORRY C R A M S TAXI, D R I V E R S A F E A N D U N H U R T — L O S T C O N T R O L O N 
S L O P E ； CRAZILY A N D M A D D L Y C R A S H E S INTO F O U R C A R S , B U S D R I V E R 
DECISIVE, H U N D R E D S U R V I V E DISASTER. A photograph of the lorry lay on the 
page center, with its number plate as the focal point. There were another three 
pictures depicting the scene of accident. One caption read: illustration map of car 
accident at Tai Tarn Road； and a one side story was entitled : escaping death, mad 
driver gone violent — journalist beaten up 
(ll)SEDAN S M A S H S R O A D F E N C E , M A N P A S S E N G E R IN A N O T H E R C A R P O K E D 
T O D E A T H — VICTIM B U S S I N E S S M A N B A C K T O D O N G G U A N O N T H E W R O N G 
WAY. On the page was another illustration map of road accident at Shatin. The 
editorial of that day carried an obscure title: The tide of American election impacts 
Sino-US relations. The remaining space of the page was filled up by the weather 
forecast. 
This is a typical main news page of the period, reflecting the hesitation and multiple, 
often conflicting, considerations of Ming Pao's editors, manifesting the "character split" 
of the newspaper. Although the first lead was important, it could not attract enough 
reader attention. After the exhilarating detailed description of the two road accidents, 
the newspaper still had to provide "intellectual readers，，with an modestly toned and 
"balanced" editorial - perhaps the American election was even a somewhat 
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Chapter 5 
Impact (II): Organizational change and strategic 
management 
In summary, the framework of analysis above shows that w e can observe 
organizational change in three dimensions, i.e. the remaking of organizational 
structure, technological improvement, and the introduction of n e w work procedures or 
standards. A s an elite-serious newspaper, Ming Pao's reaction in the face of market 
challenge w a s multi-dimensional. However, for this case study the focus will be on 
what happened in the newsroom. The impacts observed include changes in editorial 
thinking, the implementation of relevant policies, adjustments regarding news covering 
and editing procedures, and their significance to journalistic professionalism. The 
objectives are to examine the real process of change and its constraints. 
Marketing strategy and product improvement 
The responses of the company to increased competition occurred on two fronts: those 
of marketing strategy and product improvement. In early 1996，the marketing 
consultant O & M w a s briefed to tackle the marketing issue of Ming Pao at two levels: 
firstly, to strengthen the overall image of the newspaper, and secondly to launch a 
product campaign to announce the improvement of its editorial content. 
The O & M report, while encouraging Ming Pao to maintain its professionalism and 
enhancing the readability and variety of the paper, provided strategic 
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recommendations in three areas. 
The first piece of advice was to secure existing business and to recruit new readers. It 
w a s suggested that to protect the current customer base was the most important task. 
The following step was to grow the base by attacking the market shares of Sing Tao 
and Sing Pao. The borderline readers of Apple Daily and Oriental Daily were also 
potential prospects. The readers of SCMP，HKET, and HKEJ were also possible 
targets when they needed a more general Chinese paper. 
From the marketer's viewpoint, build loyalty and encouraging readers to try the 
newspaper could be done at the s a m e time. As research had shown that people had a 
stereotype image of Ming Pao, it would have been useful to put the paper in the hands 
of target potential readers. The tactic of special price offers could be used to stimulate 
trial reading of the paper. 
As image and product campaigns cannot be totally separated, large-scale image 
campaigns should be launched only after the revamp of the paper itself. However, the 
report did not give specific suggestions as to how the content could be improved, 
beside vague and general ideas of enhancing "the readability and variety of the paper" 
and "keeping up the professionalism". 
Change and continuity in the newsroom 
The hiring of O & M was in itself an initiative move for planned change by the 
management. However, given the pressing need to change for survival, Ming Pao had 
experienced a period of panic reaction, when its playing up of sensational news 
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brought criticism from readers and s o m e opinion leaders. Actually, in the course of 
"Apple-lization", it faced constraints at various levels. The senior journalists 
interviewed agreed that while they were aware of the serious challenge facing the 
newspaper, they stuck to their own perception of the "right ways" in doing their jobs. In 
other words, habitual thinking or behavior and, to a certain degree the professional 
ideology of journalism, were the two main resistant or checking forces against any 
abrupt changes. 
General policy and orientation of Ming Pao 
Independent judgments were repeatedly mentioned in interviews with Ming Pao's 
journalists. Obviously, different corporate objectives of a newspaper suit different 
types of journalists, from younger, well-educated idealists to experienced and practical 
journalists and also older, less educated career media workers (McQuial). While 
recognizing that the independence was not absolute, according to H o Mei-Wah, Chief 
reporter of Ming Pao since 1998, most of the journalists worked for less pay with Ming 
Pao because "they treasure this space of expression". To many, this is the only 
newspaper where they can write the articles that they desire. Naturally, it would be 
serious matter to them if they ever felt that the newspaper was changing against their 
ideal perception. 
Most of the journalists emphasized the need to maintain the serious image of a quality 
newspaper. That was the reason that they chose to work in this particular newspaper. 
H o said: "By July, 1993 when I joined Ming Pao, I had in m y mind an image of Ming Pao 
as a serious newspaper that stressed to reject the practice of playing up sensational or 
erotic topics. It was clean and could be brought h o m e for whole family." 
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As to the orientation of Ming Pao's news selection, H o said, “I feel that Ming Pao 
remains unchanged (in the last couples of years). I m e a n the main direction has never 
been changed. Only that the style of presentation is different." She maintained that 
since1994, after she joined Ming Pao, "we did not feel that w e had to cover any news 
specifically because of competition". She added: "When the price-war broke out, Ming 
Pao decided after meeting not to cut the retail price, believing that w e will not lose 
readership because of that. W e did our job of covering news as usual.“ 
Conflicting organizational goals 
M a n y accounts of media organizational goals pointed to differences of orientation and 
purpose as a source of latent conflict. Ho's predecessor, Lee Yuet-Wah, w a s not that 
confident of Ming Pao's status. She agreed that Ming Pao w a s shocked by dramatic 
market change after the launch of Apple Daily, which forced a rethinking in terms of 
positioning. 
Lee worked for 13 years as journalist with Ming Pao. She said: "Theoretically, that w a s 
no big problem because everyone agreed that Ming Pao could be distinguished from 
Apple Daily or Oriental Daily, the two mass popular papers. It w a s also different from 
the HKEJ or HKET that were catering to specialized niche markets. Ming Pao has 
been a newspaper of higher quality than Apple Daily or Oriental Daily, and at the s a m e 
time having a large audience base. And everyone also agreed that so long as Ming 
Pao is good in quality, there is a market for it. Quality newspapers have its market, and 
of course they need market. Again everyone agreed that if Ming Pao is good, and is a 
distinguished leading newspaper, w e don't have to worry (about the market)." 
The reality w a s different. Lee added: "Despite the consensus in perception, due to the 
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corporate culture, or perhaps m a n a g e m e n t culture of the company, the real policies 
were inconsistent. Although not a fat structure, the company w a s slow in response to 
market that change rapidly. That had created a discrepancy between the perception 
(of the need to consolidate and enhance the quality of the newspaper) and reality. 
Ming Pao w a s in a situation of indecisiveness and hesitation. Readers therefore had 
questions: W h y had Ming Pao changed? W h y had it b e c o m e so sensational and 
leaning toward the style of Apple Daily? O u r readers did m a k e a lot of complaints.，， 
Instead of content upgrading, Ming Pao's immediate reaction to increased competition 
w a s to modifying itself in the image of its competitors. However, the conflicting fact 
w a s that the resources it put into this change were not proportionate to those 
expended by its rivals. W h e n it w a s floated in the stock market in 1991, Ming Pao w a s 
remarkably lucrative, considering its amount of assets and investments. However, 
Ming Pao's back up for its news gathering team largely lagged behind Apple Daily an6 
Oriental Daily. Ming Pao still has less than twenty reporters covering breaking news, 
while the other two biggest papers have more than one hundred people on stand by. 
The real effect of inter-organizational pressure 
Ming Pao's response w a s logical. B a s e d on the theoretical analysis above, w e 
could find that the n e w market w a s a typical uncertain environment created by 
fierce competition. In this situation, organizations tend to give higher priority to 
e c o n o m i c considerations than professional concerns. W h e n not giving d u e 
regard the professional values，organizations modify their strategies by 丨earning 
from their greatest competitors, which leads to the homogenization of content, 
as the risk of homogenization is lower than that of innovation. 
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There are several examples of the editors' panic reactions under great pressure w h e n 
the circulation w a s sliding. Lee said that m a n y colleagues were frustrated and upset 
because of "poor management". For example, notwithstanding the fact that Ming Pao 
had been a newspaper renowned for its serious reporting, journalists were often 
reprimanded or criticized for losing out when covering breaking news. The editors 
compared their job with that of Apple Daily or Oriental Daily, without considering the 
reality of Ming Rao's small news-gathering team and lack of resources. Journalists 
also become confused with the editorial policy when the supervisors and editors 
compared their writing style with that of rival mass circulation papers.“ 
According to another veteran reporter, when covering news containing erotic elements, 
e.g. court cases of this kind, Ming Pao's reporters were usually restrained from detailed 
sleazy presentations, because they were aware of the positioning and decent style of 
Ming Pao. Eventually they were likened to "self-proclaimed 'Puritans'" and 
reprimanded for practicing 'self-censorship'! O n e senior executive said," W e don't 
want to be a 'category three' newspaper, but w e want to be ‘category two-and-a-half.“ 
Approaches of intervention available by managers facing changing environments can 
be either structural, task-technological, or people focused as explained earlier. In the 
case of Ming Pao, in the face of a sudden competition shock, the management w a s 
obviously unable to mobilize vast resources or stage organizational restructuring. 
They talked about raising productivity instead of increasing investment. This w a s a 
people focused intervention. Lee agreed that Ming Pao did not need to fight back by 
using manpower alone: "The working spirit or morale is important. As Ming Pao's 
journalists were of relatively high caliber but willing to accept only modest salary, they 
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c o m e not for money. They appreciated the good n a m e of their company•” Yet, the 
result w a s limited, partly due to the lack of consistency in editorial policy. 
Professionalism in a trap 
In fact, the management did not venture into the market totally regardless of quality 
journalism and professionalism. Just before the launching of Apple Daily, in 1995 Ming 
Pao invited Kao Hsin-Chiang, a respected newspaper editor from Taiwan, to be its 
Director (group editorial affairs). This gave staff the impression that he w a s going to 
transform Ming Pao into a quality newspaper of higher standard. 
Kao's appointment w a s partly due to his personal acquaintance with the new owner of 
Ming Pao. Nevertheless, the fact was that he as a revered veteran editor w a s 
expected to lead a prestigious high quality news media. The result turned out to be a 
case of professionalism in limbo, under internal and external organizational pressures. 
Kao left Ming Pao reluctantly only after one year with the company. 
His failure, beside his style of less than strong leadership, could be attributed to the 
gap between his ideal newspaper and the Hong Kong reality. The tinning perhaps w a s 
more significant. "I think the appointment of Mr. Kao was a mistake at the outset," Lee 
asserted, "anyway, he w a s of Taiwanese background and their culture w a s totally 
different from Hong Kong. H e worked with truly high quality newspapers {China Times 
and United Daily News). They were really large newspapers, with huge, almost 
unlimited resources that Ming Pao lags far behind. Besides, he was alienated in the 
company and [found it] difficult to do his job. Actually, he never directly handled Ming 
Pao's newsroom." Indeed, this "cultural gap" was reflection of ecological difference 
between media in Hong Kong and Taiwan. 
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Lee pointed out that one obstacle in the w a y of upward quality change for Ming Pao 
w a s that it did not provided on the job training for journalists since the early period of 
Cha's reign. Given that m a n y high caliber journalists joint the newspaper with 
commitment despite lower pay, Ming Pao could have faired better by taking action to 
boost staff morale and upgrading its quality. She w a s regretful of the management's 
actions that dampened staff morale and affected productivity. In the process, m a n y 
journalists reluctantly left Ming Pao for the doubled salary offered by other newspapers. 
In summary, Lee believed that Ming Pao w a s in a state of confusion, in search of n e w 
direction. The management w a s "inconsistent on the basis of respect for journalistic 
professionalism" 
Newsroom control and interaction 
The process of change in the newsroom has never been straight forward, but is a state 
of dynamic interaction between various forces at different levels, and thus a kind of 
"dialectic development". Coming to the impact of market-driven journalism, H o actually 
acknowledged the change at Ming Pao, but considered this as merely "difference in 
presentation style". She said, "Ming Pao has become more colorful, visual. There is 
more breaking news, but not obviously too much." "There are not m a n y roles for us as 
journalists, concerning the questions of presentation. That is [the] jobs of editors and 
artists. Journalists are purchasers and editors are the chefs. They decide how to add 
flavors to the dishes.，， 
News selection mechanism and process of influence 
As an established newspaper, Ming Pao had its mechanisms of news selections at 
64 
\ 
various levels of operation. Generally, the "gate-keepers" of a news media outlet can 
be the owner at the top, the journalists at the frontlines, or the editors in the publishing 
process. 
A s to the problem of h o w an event is covered or what should be printed in the 
newspaper, it w a s generally agreed that the owners of Ming Pao did not interfere often 
after the retirement of Louis Cha. C h a himself w a s a newspaper editor and c o m m e n t 
writer engaged in the daily operation of business for decades. 
However, this does not m e a n that the ideological or political orientation of the owners 
w a s insignificant. Jimmy Lai, the owner of Apple Daily, w a s known for his support of 
the democratic movement in Hong Kong. Thus, m a n y people see his paper as the 
mouthpiece of Hong Kong democrats. Regarding the issue of ownership control or 
influence within Ming Pao, Heung Shu-fai, media analyst and a former director of Ming 
Pao (March-October, 95) confirmed the indirect influence of his boss. W h e n he w a s 
working with Yu, then chairman of Ming Pao, he felt that Yu w a s a very resourceful m a n 
with a lot of n e w ideas. H e added, "I don't know any other newspaper boss with that 
high passion of nationalism." It w a s learnt that the controversial 1995 N e w Year 
Editorial "A newspaper for Chinese People" which attacked "Western media 
imperialism" and declared to view the world with Chinese eyes based on Chinese 
interests "was written based on Yu's thinking.“ 
However, in the case of Ming Pao's reform or change of content and style in the later 
period, Yu had left little legacy. Heung said that since the young tycoon w a s ambitious 
to expand his media empire to create a regional concern，he w a s too busy to put m u c h 
of his ideas into implementation. There w a s a contradiction of his personalities: "While 
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he had a lot of ideas, he respected the editorial autonomy." Heung added that of course, 
that this w a s a matter of degree when compared to the intervention of other media 
owners. "He could have changed a lot of things, but he did not act like Jimmy Lai of 
Apple Daily" w h o attended the newsroom meetings almost everyday in its early years. 
Even though Yu did not interfere with the routine operation of newsroom, he had 
influence on Ming Pao's editorial direction. The editors and writers usually surmised 
the thinking of the owner or their immediate supervisors and underwent adaptive 
adjustment quietly. The change of newspaper content can be both a result of business 
consideration and infiltration of the thinking of its owners. Wei, a writer of Ming Pao's 
editorials, gave an example of the direct role of media boss in newsroom. By the end 
of 1997, the newspaper published a critical editorial against Mahathir M o h a m m a d , the 
Prime Minister of Malaysia. Ming Pao's new chairman, Tiong Hiew King, a Malaysian 
tycoon, gave comment during meeting of top executives, saying that it w a s 
"inappropriate to write about this issue freely since you guys don't understand the 
complicated politics in Malaysia". This kind of interference w a s rare. The more usual 
w a y of exerting influence was the working interaction between editorial supervisors 
and journalists. 
S h u m shi-fung, a journalist on the breaking news beat with Ming Pao from 1995 to 
1997 attested to the remarks by H o that the change at Ming Pao during the transitional 
period w a s so obvious by looking at the layout design, news presentation styles, and 
editorial tones. However, there w a s no specific instruction or guidelines issued to 
journalists concerning policy change of the company. "Journalists went on working as 
usual, making judgment by themselves, ” he said. Coming to what is printed or h o w it 
is printed in the paper the next day, the journalists have no say. "Although the chance 
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was not high that what you have been written be discarded, the editors could play up or 
play down the news. Of course, even if your article is killed, they don't have to tell you 
any reason, or they can give you one thousand reasons." 
As noted by McQuail (1994)，journalists and media organizations alike are subject to 
both structural and operating conditions. As far as the real independence and 
autonomy of journalists is concerned, w e have to look at factors at the organizational 
level. Ming Pao's daily operational procedure in the newsroom was ostensibly similar 
to most of the other newspapers. It conducted regular meetings of editorial staff to 
decide what is news and how to handle the items. The reporters met every morning 
and there was "pre-editing meeting" of senior editors, section heads, and the chief 
reporter every evening to select the main stories of the day. 
A meeting is a venue for internal communication, as any organization needs, and 
functions to provide input for a system of decision-making. However, meetings do not 
guarantee democracy. Media organizations are usually no more than business 
companies that follow the rules of vertical c o m m a n d even when there are discussions 
or input for consideration. According to interviewees, what was decided at the meeting 
could be changed later, without notice. Lee Yuet-wah, w h o attended editorial meetings 
regularly for many years, said that there were usually active discussions during the 
editorial meetings. However, in recent years, fewer and fewer people gave any opinion. 
They seem to have a lot of opinions, but had chosen not to speak out. 
What was changed or decided later or outside meeting room often did not have direct 
link to the issue of news freedom or political considerations, Lee said. However, "I 
would say that most of them had to do with the tastes or personal judgments of our 
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editors" under market pressure that m a y not be shared by other colleagues. 
She did not rule out political considerations in such circumstances: "After the case of 
Xi Yang, Ming Pao indeed had become indecisive and exhibited hesitation on political 
issues. It has been softened." For example, before Beijing authorities announced the 
sentence of (Chinese dissident) W a n g Dan, Ming Pao's reporter wrote a report based 
on information from a source in Beijing, saying that Wang's sentence would be decided 
soon. The report w a s later confirmed as generally correct. Surprisingly, the chief of 
the China N e w s section w a s later criticized for the fact that the report w a s too detailed 
and the tone w a s too confirmatory. Lee said that, in fact, ever since Xi Yang w a s 
arrested in Beijing, Yu, the company Chairman, did not intervene as to how the news 
was handled in newsroom. Their decisions about staging protests were not stopped 
« 
either "even though he, from the very beginning, appeared to be worried and afraid". 
According to a former senior executive with Ming Pao, Canada, however, Yu did ring 
up asking him and journalists in Canada to be restrained. Yu's opinion w a s rebuked, 
he claimed. 
The above evidence has shown that the influence from the owner w a s subtle and 
exerted skillfully through the line of supervision. From the organizational point of view, 
C h o w Song Ming, editor of the Opinion page and the Hong Kong N e w s page noted that 
it would be misleading to see the relations among top and mid-level editors and 
rank-and-file journalists as fixed and rigid. Actually, he said, the relations had always 
been fluid and uncertain. 
Personal prestige, the level of experience, and the authority of individual journalists 
m a y be significant. For example, H e explained that because Lee w a s a more 
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experienced and strong section head, she could counter the influence or pressure 
exerted by the editors more easily. She w a s relatively independent in supervising the 
reporters in their news covering assignments. However, after she resigned on 
September 1997，the editors gained the upper hand and played more important roles 
in news presentation, beyond the matters of layout and page construction. The n e w 
chief reporter H o w a s relatively young (about 27 years old) and the independence of 
her section had been weakening. Her direct supervisor, the executive editor Fung 
Seng Cheung, had more power then before in monitoring the journalists. 
After Lee's resignation, Ming Pao did not immediately promote anyone to take her 
place. For nearly nine months, H o w a s one of the four deputy chief reporters, in 
charge of assignment arrangement until mid-1998. H o claimed that she appreciated 
the legacy of Lee's leadership and continued to follow the main direction that she had 
set. 
H o maintained that she adhered to the style of her predecessor, not caring too m u c h 
about the market and working independently. In the face of competition, Ming Pao's 
problem w a s relatively scarce resources and manpower, as the company insisted on 
remaining slim. "The reporters usually were using their o w n judgments in doing their 
jobs. A s seniors or supervisors of journalists, w e didn't give order. Otherwise w e 
would be considered silly," she contended 
In any case, she w a s directly under Fung w h o oversaw the Hong Kong N e w s Section. 
"I think, the main direction of the newspaper w a s decided by the Editor in Chief 
(Cheung Kin Po), but I did not meet him often. Instead, I chatted about news with Fung 
quiet often, but those were mostly informal talks. H e is very experienced and full of 
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ideas. “ She then expected her fellow reporters to discuss at regular meetings how to 
present stories "in more attractive ways". H o believed that reporters "should have 
stronger awareness" in this respect, but these were "not orders". 
New thinking from top editors 
Lee w a s actually playing the role of communicator between the editors and reporters. 
Under market pressure, the senior editors of Ming Pao were developing a kind of new 
thinking. Both C h o w and Lee noted that the mentality or thinking of the top editors had 
actually changed. Regarding the editorial direction of Ming Pao, both Fung and 
Cheung have given very illustrative "quotable quotes". 
Fung said that “ when you open Apple Daily, besides the porn pages, what do you think 
is not fit to be printed on Ming Pao?，，It was clear that according to him, "the content of 
Ming Pao could be lighter and more varied, be less serious and even exaggeration will 
be acceptable." While Fung talked about content, Cheung declared his vision of a new 
format. "Every day, a reader will spend thirty-eight minutes reading a newspaper. That 
means less than one minute for a page." H e wanted the newspaper to be dear, 
concise, simple, and easy to read. 
Such was their impression or perception of Apple Daily and Oriental Daily. As both of 
the popular newspapers are successful in the market, Ming Pao had to face the market 
judgment. "Circulation dictates the thinking of the editors, and they don't think there 
should be any difference among Ming Pao, Apple Daily, and Oriental Daily； C h o w said. 
These two "quotes" are more alarming when viewed together with another opinion of 
Fung: that of the plausibility of making Ming Pao a "category two-and-a-half 
newspaper, as quoted above. 
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Despite the management's lack of confidence, C h o w said, Ming Pao generally 
maintained the s a m e categorization of news. Ming Pao "is certainly different from 
Apple Daily or Oriental Daily, which focus on playing up sensational breaking news" but 
localization is clear. Hong Kong news, "not necessarily political news, has always 
taken a main position". There are obviously more stories of h u m a n interest and "useful 
news" or information. More often than before the paper will use a whole page for 
features on celebrities or personalities, and the presentation styles are usually a little 
emotional. For example, a feature about cage-house residence will describe 
meticulously the daily lives of residents but mention or discuss very little about the 
government's plan for relocation. 
A s a journalist of strong local identity，Chow s a w the trend of localization as natural. 
However, it w a s a more significant change or reorientation process that w a s strongly 
felt by Wei, the editorial writer. Beside the statistical result of this study presented in 
the previous chapter, he had attested months before his resignation in mid-1999 that 
since 1997, the themes of news and editorials had heavily leaned toward daily 
consumer news and Hong Kong affairs. China news and international news had been 
neglected. This writer of Shanghai origin felt that he "no longer feel useful" in the 
process of localization. 
Resistance and constraints on change 
From the above discussion, it is obvious that Ming Pao's reorientation, despite the 
change of thinking from the top levels，was constrained at various levels. There are 
two main themes in the process of resistance: firstly, the image of serious reporting and 
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"high quality journalism" 21 and secondly, a higher self-esteem and sense of 
professionalism among Ming Pao journalists. 
The burden of image 
The image of Ming Pao, or its original positioning，actually limited the scope of change. 
As a newspaper entering households and schools, Ming Pao tried to avoid its n a m e 
being tarnished. Therefore, it was sensitive to criticism from the public. In 1996，Ming 
Pao fiercely denied allegations published by the Asian Wall Street Journal that it was 
"turning Left" before the change of sovereignty. The report was mainly based on 
interviews with Ming Pao journalists. In the same period, the editor w a s eager to 
advertise a column by Szeto W a h , the leader of Democratic Party, when he was invited 
to write for the newspaper regularly. However, in his first article Szeto wrote that he 
hoped not to be used as "a flower vase" for the decoration of openness. The 
newspaper received criticism from some readers in late 1996 when it ran a column 
talking rather boldly about sex in the n a m e of sex education. The editor later defended 
the column but promised to be cautious. 
There are many examples showing that while facing great market pressure, Ming Pao 
was leaning towards market-driven journalism. Yet at the s a m e time, it had 
experienced constraints and resistance, and encountered the significant risk of losing 
its original position. The fact of increased sensational coverage by Ming Pao has been 
shown in the previous chapter. The op-ed editor C h o w also gave his account of the 
editors' struggles in the newsroom. 
A term used in the company's 1999 annual report to describe its newspaper. 
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W h e n taking about layouts, as far as Hong Kong N e w s pages w a s concerned, there 
w a s a smaller number of words, and more pictures and graphics. The Opinion page 
might contain about 5000 words, but the Hong Kong N e w s page had only 3000. 
However, the decrease of words was less controversial than the disputes about the 
selection and presentation of pictures. C h o w said: T h e principals of Ming Pao were to 
avoid printing erotic or bloody pictures, and protecting disadvantaged or weaker 
groups, e.g. children. Contentions still erupt often in meeting room." 
"Recently (1999), one of our photographers returned with shots of the bloody scene of 
a serious fatal road accident at Tuen M u n Highway. A sedan car w a s crush by a large 
lorry. O n e of the horrible photos demonstrated, viewing through the shattered glass 
from the rear, the bloody body of decease lying in the car. The picture w a s rejected. 
However, a complaint was lodged on the pre-editing meeting following day. More than 
forty participants were asked to vote [on] whether they agree to print the picture. The 
result w a s that only eight votes disagreed. More than thirty votes agreed to print the 
picture, but in smaller size." 
This particular case is illustrative that as an established newspaper, the image and 
prestige of Ming Pao become both asset and liability to its members. Most of the major 
changes were more cautious. As noted above, in a private business company, the line 
of supervision is clear. Although open discussion in newsroom meetings w a s not 
democracy in a strict sense, it w a s a mechanism to build a consensus and prevent 
possible risks. 
Journalistic independence and professionalism at work 
Although there is awareness of market competition, inconsistent or conflicting policies, 
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and pressure from the executive, "independent judgments" were repeatedly mentioned 
in interviews with Ming Pao's journalists. H o recognized that the independence w a s 
not absolute. However, because the journalists "treasured this space of expression" 
with Ming Pao, they could chose to leave should they become disillusioned. 
In an actual situation, working under the strong pressure of market-driven journalism, 
what is the role of journalistic professionalism in the process of change in a serious 
paper? "The copy editors are concerned with mainly the practical jobs of layout and 
copy editing," said Lee, "as to the reporters, making judgments according to their 
knowledge and experience are part of their jobs, and sometimes they will resist the 
thinking of the management. Therefore, in general, it is a challenge for the 
management to build consensus among colleagues, in order to work as a team." In 
spite of all the conditions, the professionalism of journalists in this case was still limited. 
Limited professionalism 
According to McQuail (1994)，professionalism stands opposed to 'amateurism' and to 
external interference, resting on the judgment of work by fellow professionals and 
leading to s o m e insulation from the pressures of both the public and management. 
However, unlike other professions, media professions are weakly institutionalized. 
This is partly because of the internal diversity of media and the recentness and flux of 
some of the occupations involved. The central professional skill of the journalist is still 
uncertain. 
Hence, when it comes to the real context, journalists tend to be conformist in the 
organization within which they work. This is not to say that they have no power of 
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deciding what to do in their daily work, only that there is organizational policy that 
overrides personal attitudes, values, and beliefs. Even though journalists are 
intellectuals with professional ideologies and have discretionary power in their jobs, 
they cannot afford to be viewed as "dissidents" in an organization. The result cannot 
be other than self-adjustment or dismissal. Louis C h a has said that “ W h e n a 
government asks journalists what not to write, that is matter of press freedom; w h e n 
media owners ask their reporters not to write something, that is matter of labor 
relations.“ 
Journalists also have room in which to maneuver. C h o w said that w h e n the 
m a n a g e m e n t m a d e decisions based on business considerations, editors or journalists, 
as unorganized individuals, could not challenge them. However, in the case of Ming 
Pao, the reality is that the top editors were unable to effectively control the quality of 
work by journalists or sub-editors. C h o w confessed that, "seniors in fact encourage us 
to edit the copies more thoroughly but the result is not satisfactory because the time is 
tight for us. “ H e claimed that in nearly three years not one of his selections of articles 
for the Opinion page w a s rejected. 
The degree of independence also depends on the experience of journalists. Younger 
fresh graduates usually started working as reporters with less than decent pay. After 
working for several years, m a n y experienced journalists choose to leave. Before Lee 
left Ming Pao, ninety percent of the less than fifty journalists under her supervision had 
less than five years experience. The sense of belonging became weaker. "Before 
1997，they were sad w h e n departing, but later they usually showed a sense of relief.，， 
H o w m u c h can w e expect the journalists to shape a newspaper? C a n journalists play 
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their professional roles without "selling out their soul", as veteran journalist Lu Keng 
urged? Lee w a s pessimistic in response, since no publication will halt operation 
because of a certain person's departure. It is the business considerations of the 
owners that matter most. O n e example is that when the top editors of Apple Daily 
proposed that it jettison its "Night Life Passion" section, for the sake of image, their 
boss Jimmy Lai rejected the proposal after serious calculation of the possible impact 
on circulation. 
The role of professionalism is strictly confined to the pre-determined character of 
particular media company, and is further eroded when the journalists are supervised 
under strong leadership, as at Apple Daily and Oriental Daily. Chan Sun-fatt, head of 
the information section of Oriental Daily, and formerly head of external relations 
section at Apple Daily confessed," I was graduated with a Masters degree in Law. I 
worked as a journalist for serious titles like HKEJ. But I'm here now. The competition 
is too fierce. W e can't talk about "values" or "meanings" of journalism. There is no 
meaning. Everything is done to attract larger readership. This is a totally 
market-driven journalism." Talking about the Modus operandi of market-driven 
journalism, Chu Hon Keung, senior reporter with Apple Daily, branded his paper as a 
'news factory' in which news workers had virtually no alternative but to churn out 
'instant products' for the mass market. 
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Chapter 6 
Conclusion and discussion 
This case study was designed to provide a contextual understanding of newspaper 
competition in Hong Kong. Apart from a description of the impact of market-driven 
journalism on the elite newspaper Ming Pao, it entailed an analysis and interpretation 
of the newspaper's response to challenges. S o m e limitations of its policy change have 
been observed. 
Media behavior during environmental change 
Based on the analysis of market data, personal observations, and interviews with 
journalists, it was found that Ming Pao diverted from its traditional presentation style 
under great pressure from three fronts: market competition, change in the 
social-cultural environment，and political hesitation. After the successful emergence of 
Apple Daily, the advertising revenue of the newspaper market had increasingly been 
concentrated around the three market leaders.^^ The expansion of mass-popular 
culture became the basis for the rapid growth of other media, which eroded the market 
shares of newspapers. In addition, the change of the political scene after the 
sovereignty transfer in Hong Kong reinforced a sense of uncertainty among journalists 
and led to further de-politicization of the press. 
22 They are SCMP, Oriental Daily News, and Apple Daily. "The winner takes all" principle, as managers put it, means that there is 
limited advertising money left for those who lag behind in the competition for an audience. 
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Ming Pao underwent a process of consciously implemented change toward a central 
position between a serious elite newspaper and mass-market popular newspaper. 
However, from the viewpoint of organizational development, Ming Pao managerial 
interventions of structural and task-technological natures were minimal, partly due to 
the small amount of n e w financial investment. The adjustment of editorial content and 
style, while clear in direction, w a s mainly done through a process of gradual internal 
socialization, and it faced m a n y constraints. The change has also not been proven 
successful according to its performance in the market, in terms of circulation and 
reputation. The role of journalists, in the context of Ming Pao media professionalism, 
although weakened under organizational pressure，was a significant checking power 
against the total degradation of journalism. 
Business interests and news as commodity 
The content and page layout analysis of Ming Pao in Chapter 4 w a s not an exercise in 
ethical criticism. The object w a s merely to seek an understanding and explanation of 
the newspaper's response to changes in the free market of Hong Kong. Actually, at 
different stages of sociopolitical development，Hong Kong newspapers have placed 
significantly different emphasis on different aspects of coverage (Chan, 1992). This is 
a reflection of media dependence on the structure of power in society. Hong Kong 
newspapers once focused on the rivalry between the main political forces in Chinese 
politics, before shifting to local affairs in the territory. After 1989，the future of the 
democracy movement and the political developments in mainland China attracted the 
attention of m a n y readers. Under the last governor, newspapers were indisputably 
dominated by the hot topics arising from the Sino-British talks on the transitional 
arrangement and political reform in Hong Kong. 
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This study reveals, firstly, that w h e n news is treated as a mere commodity, and readers 
are treated as customers in the market, newspapers have to follow the law of supply 
and d e m a n d . Secondly, the deviation taken by Ming Pao, and its significance, were 
manifest by comparison. The newspaper has moved a great distance from its old 
format and presentation. The other elite newspaper, the English language South 
China Morning Post ( S C M P ) did not experience such a drastic change, and 
maintained the style and urbanity of a serious newspaper in reports and comments on 
Hong Kong, China, and world affairs. Thirdly, the options of newspapers in relation to 
extreme commercialization have almost dislodged the premise that news media are 
public tools, or the expectation that news media should play a serious role in the 
process of democracy. Ironically, this is the case in the free market, which is the 
foundation of liberal democracy. 
O n e tentative explanation of this situation is that the performance of news media 
depends upon the expectations of, and conditions provided by, individual societies. 
These conditions can include certain degrees of political, legal，and economic freedom. 
Based on different socio-political ideologies, different societies have their o w n theories 
on the functions of media. In Communist societies, news media are part of the 
governing machinery that takes propaganda as its main task and responsibility. In 
Western capitalist societies, media are mostly profit seeking private enterprises in the 
free market. However, they were also subject to restrictions or direction of legal, moral, 
or ethical rules. In liberal democracies，the role of the media in facilitating a public 
sphere has been highly emphasized, as serious newspapers are expected to cover or 
discuss public affairs. Sparks (1991) suggests that the most simple definition of a 
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serious newspaper is that it takes the matters discussed by parliament seriously and 
gives them relatively more extensive coverage and discussion. In Hong Kong, all 
those newspapers seriously discussing public affairs, as conceived by the general 
public and not necessarily limited to those dealt with in legislative councils, can be 
considered as serious newspapers. 
Pattern of ecological constraints on media performance 
Hong Kong's legal and political conditions did not s e e m to have changed 
fundamentally, due to the fact that the limited market size, social change，and 
ecological competition were obviously stronger factors determining the content and 
orientations of the media. The strategic options of Ming Pao at different stages of its 
transformation illustrate that the normative functions of media cannot be realized in a 
deteriorating business ecology. 
The main question of this study w a s w h y an elite newspaper w a s so severely affected 
by a n e w popular newspaper. Could a strategy of differentiation, i.e. upgrading and 
reinforcing its content to retain loyal customers，instead of a convergence strategy, 
have been more suitable for Ming Pao? According to the theory of ecological 
competition, and based on an analysis of media ecology in Hong Kong (readership and 
advertisement), w e can see that the present scenario is natural. 
A s the problem of ecological balance arises w h e n there is present a n e w or invading 
population, (in this case Apple Daily as a n e w competitor for resources), the following 
scenarios can arise: 
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A. If resources do not increase, then there will be a higher value of niche overlap. (As 
shown earlier, the categories of advertisement and readership of Ming Pao, compared 
with S C M P and H K E J , overlapped with other popular titles.) The consequence of a 
higher degree of competition will be to lower the "carrying capacity" of the environment, 
as the resource base cannot support the population at the previous level. (Therefore, 
several weaker newspapers closed, and Ming Pao faced a crisis.) 
B. Alternatively, the competing populations choose to become specialized, thus 
lowering the niche breadth. (This is the strategy of differentiation. However, the 
managers were aware of the limited size of the Hong Kong market, which meant that 
there w a s an inadequate high quality readership to form a sustainable critical size of 
circulation to attract advertising money.) 
C. A n increase in the total amount of resources, hence the accommodation of the n e w 
member. (Readership structure and total advertising revenue in any economy is 
relatively stable over a short period of time, unless there is a sudden environmental 
change, e.g. the influx of Chinese immigrants into Hong Kong in 1960s which formed a 
new category of readership for the development of Ming Pao, and those Hong Kong 
migrants w h o provided the readership for Ming Pao, Canada.) 
For other newspapers, what is the implication of Ming Pao's response to market 
pressure? It is worthwhile to note that this elite newspaper's reactions were mainly for 
the sake of maintaining its critical size of circulation, which is vital to its credibility to 
advertisers in relation to the effect of the advertising that it carries. As mentioned 
earlier, the rational reaction of the newspaper's editors and managers to the dictates of 
the market is understandable, and applicable to other companies in similar situations. 
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Therefore, the variable is the size of sustainable resources (advertising revenue) for 
the newspaper or, in this case, the duration of market fluctuation caused by the 
changing ecology. The longer the price war or more uncertain the outcome of market 
selection, the greater the pressure on the Ming Pao and other serious general 
newspapers to change. Another non-partisan serious newspaper, Sing Tao Daily, has 
experienced a similar process of volatility. 
Secondly, with respect to the limitations inherent in content transformation, or the 
limitations of "Apple-ization", the situation at Ming Pao also reflects s o m e of the 
constraints that other main newspapers might encounter. The higher the degree of a 
newspaper's reliance on loyal readership，the more difficult will be change. A s the 
taste of a loyal readership is rather static, the resistance will be strong. The executives 
and senior managers of Ming Pao have always been indecisive w h e n facing the risk of 
losing too m a n y readers in their attempt to reform the newspaper and broaden its 
readership. 
A n established newspaper, once regarded as "an institution" by society, faces not only 
internal, i.e. organizational, constraints in planing of change - external factors b e c o m e 
more prominent in the process of decision making. The hesitation of Ming Pao, 
reflected its maneuvering between external pressures from various fronts on the one 
hand, and internal organizational routines or operational habits and journalistic culture 
on the other. In short, it no longer solely belonged to the owner of the company. Like 
the New York Times, the change of style or leadership will be closely watched by the 
general public, usually leaders of the middle class, not merely by the shareholders of a 
listed company. Similarly, although Jimmy Lai, the owner of Apple Daily, involved 
himself quite regularly in the newsroom during the early stages of that newspaper, he 
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has since delegated his power. This is more than a consideration of management 
efficiency. H e w a s gradually dictated to by the growth of his organization. Once the 
readership of his newspaper w a s stable, he could not change the content overnight as 
he pleased. His reluctance or inability, under market competition, to withdraw the 
soft-porn sections as cited previously w a s a good illustration. It has also been difficult 
for Oriental Daily to change its style. It therefore launched a new title, The Sun, hoping 
that the n e w competitor would eat into the resources of its main rival and act as a buffer 
w h e n the flagship newspaper itself w a s in defense of its existing readership through 
enhancing its content. 
From a macro-perspective, the ecology of the media reflects the economic, 
demographic, and political structure of a society. The variety of newspapers in Hong 
Kong is possible because of the broad societal base. Today, while popular media 
flourish, the quality of the elite-serious press depends upon the resources and support 
that society can provide. 
Organizational resistance to the dramatic change of an established newspaper 
While the results of content analysis revealed the facts of Ming Pao's reorientation in 
news selection, the observation of organizational change and its limitations indicated 
that Ming Pao w a s unable to entirely adopt the model of complete market-driven 
journalism, due to certain constraints imposed on it as an established serious-elite 
newspaper, and management weaknesses. 
Two Dimensions of the impact of Apple Daily 
The new style of popular newspapers in Hong Kong contains more than sensational 
news on the front page. A m o n g other aspects, useful consumer information is crucial 
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to both of the bestselling titles. They also try to m a k e newspapers like supermarkets, 
containing all varieties of news and information to attract readers from almost all walks 
of life. N e w s on celebrities is covered according to the rules of ordinary social news. 
Detailed and reader-friendly reporting is possible only with supported of large teams of 
reporters, photographers, and artists, etc. (So, 1997). Hence, the production of 
newspapers in Hong Kong has become extremely expensive. 
In general, pressure on the management of newspapers was the results of changes 
following the impact of the Apple Daily in two dimensions, i.e. firstly, new quality of 
content and, secondly, improved management ability. The challenges c o m e from two 
fronts. The problem that Ming Pao faces is not its willingness to change. Rather, there 
is the question of its viability to mobilize its resources and restructure the organization 
to compete with Apple Daily and Oriental Daily. 
Both of the bestselling titles have maintained their market positions by relying on huge 
capital investment. This approach is not necessarily feasible or desirable for a 
business of moderate scale such as Ming Pao. Hence, there w a s criticism of the 
"weak management" of the company that was unwilling to allocate resources. 
Moreover, according to the philosophy of the "complete market-driven journalism" of 
Jimmy Lai, there is actually no fixed model in an ever-changing market. Newspapers 
must test the tastes of readers almost every day and provide "innovation" or "creative 
ideas". For Ming Pao, in addition to huge new investments and risks, head-on 
competition with the two giants will necessitate a drastic swift of corporate culture, and 
possibly change to or even the loss of existing management. For as long as s o m e of 
the executive editors are ambivalent about their approach to this situation, it will be 
almost impossible for them to succeed. Besides managers and editors at senior level, 
84 
as discussed earlier, different media suit different types of journalists. Ming Pao w a s 
criticized by m a n y readers and its o w n journalists for being hesitant (yao bai) in 
editorial policy. This very attitude actually reflected the difficulty of "going Apple". 
C o m p a r e d with Ming Pao, the Oriental Daily has been rather quick in response to 
challenges by pouring in m o n e y for the expansion of news gathering team and 
production capacity, strengtening its competitiveness. More importantly, it learned 
quickly from the e n e m y without showing any hesitation. S o far, it has proven itself to 
be powerful rival to the challenger. 
Machanism bv which Mina Pao feels and reponses to challenges 
A s explained earlier, there are two views on environmental change and approaches of 
response for managers of an organization: sudden breaks in the status quo that arise 
from occassional situations，and constant change because of continuing chaos. This 
study has found that the impact of Apple Daily on the market is multi-dimensional. In 
the n e w situation, while all m e m b e r s of the industry have adopted n e w strategies and 
implemented reform w h e n facing the immediate impact, they have had to remain alert 
and establish mechanisms of surveillence in the ever changing market. 
All these strategies and techniques are collectively labeled "organizational 
development". In this regard, the steps taken by Ming Pao were not impressive in 
terms of structural, task-technology, and people-focused interventions. Even though 
the content analysis has shown that there were immitative cosmetic changes to layout 
and the categories of coverage of the newspaper, an effective mechanism for constant 
reform to upgrade the quality of content w a s not put in place. Since the birth of Apple 
Daily, the newspaper market has been in an era of cut-throut competion. T o ensure 
survival and success, managers of any general interest newspaper in Hong Kong must 
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have adequate financial resources for the continuing enhancement of organizatinal, 
technological and m a n p o w e r advantage. The weaker performance across the three 
dimensions of reform could be attributable to the lack of direction and 
intra-organizational constrains. 
Socio-political foundation of news 
A s a serious newspaper, Ming Pao has had coverage consistent with the general 
sociopolitical characteristics of Hong Kong at different stages. The adjustments m a d e 
by its managers and editors during the transitional period before 1997 can be 
explained by the dual factors of political hesitation and market pressure. Albeit with 
uncertainty ahead in the future, a newspaper company as a business concern must 
conduct strategic planning. Non-politicization is a rational or logical choice based on 
the general perception of setting in an unfavorable political environment. However, 
political pressure，real or perceived, has had a greater effect on making the media 
avoid being critical of China than restraining coverage of local affairs. In fact, after the 
warm-up period of elections and greater political participation, it is high time for Hong 
Kong media to deal with local politics more actively. Under the n e w sovereignty, so 
long as Beijing is not offended by extremely unorthodox opinions such as direct attacks 
on Communist leaders or the promotion of the "separation of the nation", it should be 
safe to discuss local politics and democracy. However, the situation is playing out in 
the opposite direction. The main reason for the so-called "vulgarization" of the Hong 
Kong media is the tide of vicious competition that has washed ashore the 
commodification of news, or market-driven journalism. 
As mentioned before, the domination of the market, both in terms of readership and 
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advertising revenue, by Apple Daily, Oriental Daily News，and the South China 
Morning Post has threatened the very survival of the industry's weaker members. (The 
Hong Kong Standard, another serious English language newspaper of the Sing Tao 
Group, folded in M a y 2000 after decades of unsuccessful operation. It had been 
branded the "second-rate SCMP" for a long time due to its small readership.) As a 
"reasonable return on investment" is important for a listed company to continuously 
attract investors and maintain viability of operation23，Ming Pao cannot afford to ignore 
the fact of plummeting profit, and even worse, operating losses. The financial impact 
of market competition upon Ming Pao has been obvious when taking into account the 
performance of the company in recent years. 
By the beginning of the second half of 1998，it was generally observed that Ming Pao 
had regained s o m e confidence, and its layout and selection of news were beginning to 
stabilize. However, it no longer retained its serious image. Under the supervision of 
Kao Hsin-Chiang, director of editorial affairs for the group, Ming Pao had re-designed 
its layout in 1996 to give it a fresher and younger look. Therefore, the emphasis in this 
study is not on the new aesthetic style, but on the shift of accent in market appeal, as 
shown by the restructuring of content. 
According to a senior editorial staff member, Ming Pao has adopted the format of a 
magazine, while retaining the editorial style of a newspaper. H e stresses the 
importance of visual effect and that hot topics should be played up to dominate a whole 
23 Fink discussed the constant tension between fiduciary and journalistic responsibility. High-quality journalism is expensive and 
regarded by some owners as inconsistent with profitability. ‘The rising tide of shareholder expectation' is clear no matter whether 
the media is publicly or privately owned. However, compared with owners of a local family enterprise, investors in public 
companies care less about the quality or responsibility of journalism than profitability. (Fink, 1996:19-20) 
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page, using attractive colorful pictures as well as news articles. The objectives were to 
enhance the visual and marketable effects but thorough explorations of problems or 
issues are not necessary. Based on political and market considerations, editors have 
to think more about readers' tastes and interests. The bottom line is keeping the 'clean' 
image of the newspaper, without soft porn content. The options are then to provide 
more fun, light, interesting, and heart-warming human-interest stories. More daily-life 
stories and economic news, and less serious topics or deeper deliberations on politics 
from the Legislative Council are offered, as these cannot attract readers. 
At the moment, it is clear that the newspaper market in Hong Kong is dominated by the 
popular titles. Truly serious newspapers cannot attain the necessary economies of 
scale to remain competitive. In the analysis of ecological competition, w e could see 
that however noble the motives, a media company needs market resources, both 
audience and revenue, to attain sustainable growth. The ecological environment of the 
Hong Kong newspaper industry is undergoing a structural change, and posing an 
immense challenge to the serious newspapers. 
Theoretical reflections and limitations 
As mentioned above, the new environment was a break from the past. Ming Pao w a s 
facing an uncertain future. In this case study, the interaction of several forces at 
several levels were observed and discussed. There was a "dialectical development" 
before the establishment of a possible new position of policy balance, in the newsroom 
and in the boardroom. 
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Organizational control and professionalism 
Analyzing the process of information control at the organizational level is mostly for the 
purpose of examining the roles of journalists and editors. N e w s organizations 
generally want to achieve certain categories of goals: an audience goal, an advertising 
goal, and a non-revenue goal, e.g. the pursuit of policy, political influence, and prestige. 
These goals m a y be inconsistent with the normative professional goals of good 
journalism (Tunstall, 1972; Gallagher, 1982). 
In analyzing the real process and effect of organizational control, s o m e ideas of social 
theorists on the role of structures in the "discipline and surveillance" of "subjective 
agency" can be borrowed. According to Foucault, as explained by Elliott (1999: 9 -10), 
in most of the modern social organizations, the exercise of power has increasingly 
shifted from spectacular, violent, and open forms of punishment to more hidden, 
disciplinary, and monotonous types of coercive monitoring. Modern institutions deploy 
subtle methods of domination. However, social practices and structures are always 
contested. Ongoing resistance to control or domination is everywhere. In this regard, 
other theorists have also discussed the dynamic interaction between individuals and 
societies or structure: thus, the concepts of "habitus" from Bourdieu and “duality of 
structure" from Giddens. (ibid: 10-11) 
Thus, as Hobsbawn (1973:280) has argued: 
A structural model envisaging only the maintenance of a system is inadequate. It is the 
simultaneous existence of stabilizing and disruptive elements which such a model 
must reflect.. .Such a dual (dialectical) model is difficult to set up and use, for a practice 
the temptation is great to operate it, according to taste or occasion, either as a stable 
functionalism or as one of revolutionary change; whereas the interesting thing about it 
is, that it is both. 
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Throughout this project, the normative characteristic of the popular/serious dichotomy 
and the operational problem of ecology as a concept in this context are acknowledged. 
The argument that news has b e c o m e a mere commodity and that the role of media as 
public tools has been obscured is based on the perceptions of working journalists and 
the media executives interviewed. This does not preclude the existence, in an extreme 
sense, of the serious reporting and the positive influence of newspapers in Hong Kong. 
There is another obvious deficiency: this study explains the concepts and impact of 
structural change in media ecology on the industry without establishing a formula to 
calculate them. This is due to the non-availability of data. 
For Table 5 on page 47，regarding the comparison of news selection policy for main 
news pages, there is a theoretical limitation of the results due to the relatively small 
sample size. In each year, the total number of main news pages selected is 14. A 
larger sample would be better to m a k e the observations more stable. Moreover, 1990 
as a benchmark year for comparison is not the best option because of the possible 
lingering influence of the pro-democracy movement in China as an extra-ordinary 
historic event. A s Apple Daily w a s launched in mid-1995, it would be better to use 
1994 as a reference point to examine the original style of Ming Pao. Furthermore, 
w h e n doing the content analysis, it w a s this author w h o decided under which 
categories the headlines should be entered. Methodologically, the problem of 
intercoder reliability w a s raised. This question could be avoided if two or three coders 
were involved in the process. 
Aware of these deficiencies, the author maintains confidence in the results because 
the salience of Chinese political news in Ming Pao during 1990 w a s consistent with the 
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positioning of the newspaper after its first phase of development, as described 
previously. The qualitative data, i.e. interviews with editors, reporters, and writers of 
the newspaper, also confirmed the change of orientation of Ming Pao in the later 
periods, as suggested in Chapter 5. 
It must be reiterated that the main theme of this study is the relationship between 
journalistic professionalism (the roles of journalists), news media, and structural 
change. The presupposition was that, normatively, media owner and journalists alike 
are responsible for the quality of their products. Their behavior within organizations 
and under external pressure is thus rendered theoretically significant. In short, the 
message of the whole thesis could be put as this: the roles of the media in general, and 
serious journalists in particular, need to be legitimized in society. This means that their 
behavior is inherently dependent on the characteristics of social systems and changes 
of environment. W h e n media or journalists feel that their roles have changed, they do 
different things. This study has provided a case of interaction between Hong Kong as 
a changing society and the roles of a media outlet, which has unfortunately been 
mostly defensive. 
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Appendix A 
Dates of news pages of Ming Pao selected in sampling 
1990 1996 1998 
week date week date week date 
1 Mon 48 1126 10 304 38 914 
2 Tue 52 1225 36 903 29 714 
3 Wed 12 321 25 619 23 603 
4Thur 49 1206 6 208 51 1217 
5Fri 19 511 20 517 44 1030 
6 Sat 33 818 8 224 50 1212 
7 Sun 10 304 7 211 14 405 
1 Mon 32 806 26 624 10 302 
2 Tue 26 626 3 116 6 203 
3 Wed 23 606 11 313 40 930 
4 Thur 25 621 40 1003 9 226 
5Fri 40 10 05 43 1025 36 904 
6 Sat 9 303 29 720 49 1205 
7 Sun 16 415 48 1124 2 111 
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